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ABSTRACT

DEANS AS FUNDRAISERS: AN ANALYSIS OF FACTORS THAT
CONTRIBUTED TO OR IMPEDED DEANS’ PERFORMANCE
DURING A CAPITAL CAMPAIGN

By

Bassey Iban Asuquo Ebiana

Declining student enrollments, shrinking funds for
research and reduced operating budgets have contributed to
launching the academic deanship into the arena of educational
fundraising. While deans are now involved in educational
fundraising, no study has examined their fundraising roles in
terms of the theory of fundraising. The focus of thié study
was an indepth description of academic deans’ fundraising role
during Michigan State University’s first major Capital
Campaign.

Overall, the purposes of the study were (1) to use
established theoretical concepts in fundraising such as
leadership, planning and organization to describe the
fundraising roles of the deans at MSU, (2) to determine the
fundraising expectation of each dean given their colleges’
potential, (3) to obtain a qualitative reflection of deans’

opinion on factors that aided or impeded them in their role as






fundraisers, (4) to obtain the deans’ perceptions of the
desired qualities and qualifications a potential dean who
would be successful in fundraising should possess.

The study was a descriptive study which included nine
deans and their development officers. Using a combination of
literature review on fundraising theory and a pilot case
study, a research question and sub-questions were formulated.
Two interview questionnaires were constructed. One for the
deans and the other for the development officers. The
questionnaires were administered via personal interviews.
Interviews were audiotaped and carefully transcribed.

The data were analyzed and arranged in the order and
sequence of the study’s research objectives.

The major findings regarding the role of the deans as
fundraisers suggested that success in fundraising depended on
a number of factors. The most crucial were: (1) Dean’s
leadership skill which incorporated a clear vision, spending
time on fundraising activities, persuading influential
personalities to raise funds on behalf of the college, giving
fundraising visibility in the college and having the same
approach to fundraising as the college director of
development; (2) Dean’s planning skill which incorporated the
ability to contribute to the development of the needs list
which reflected the dean’s vision for the college and the
ability to match college’s needs to prospective donors’ needs
through cultivation; (3) Dean’s organization which involved

the dean’s ability to utilize the help of an organized body of
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volunteers in his/her college’s overall development activities
and being personally involved in fundraising. Other findings
included the following:

. The use of a fundraising consultant to train the

dean on how to raise funds was the most helpful
factor to deans while the lack of time impeded

them most.

. Ability to interact with people and being an

excellent scholar were the most desirable
qualities in selecting a dean who would succeed
in fundraising.

. Prior fundraising experience and a tradition of

strong program were common factors in colleges

with high fundraising potential.

. Deans believed that to improve or maintain

educational quality, fundraising must be one of

the deans’ responsibilities.
In conclusion, the leadership of a dean, coupled with the
leadership of a capable development officer who managed
development activities was the most important factor that
contributed to or impeded a deans’ ability to achieve his

college’s campaign goal.
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CHAPTER ONE

INTRODUCTION

Background of Study

Since its inception in the American university, the role
of the Dean has been a dynamic one. Several studies have been
conducted on the role of the academic dean. Authors such as
DuPont, 1956; Corson, 1960; Gould 1964 concluded that the
academic dean is primarily concerned with the following: the
goals and methods of education relevant to his/her college;
the recruitment, retention and elevation of appropriate
teacher-scholar ratio; the intellectual, informational and
cultural context and quality of the curriculum and its
effectiveness and the future of the curriculum. In addition,
the academic dean is concerned about the general climate of
learning on the campus and the advisable support in facilities
and funds for the basic academic ventures of the college.
According to Deutsch (1952, p. 53), the major responsibility
of the dean as the collegiate academic program administrator,
is to strengthen the academic work of his/her college or
school, find its weaknesses and seek to remove them.

To provide educational leadership, the dean is expected
to not only have a clear and comprehensive view of the goals
of the school over which he/she presides, and the direction in

which it should be moving; the dean should also function as a
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2
change agent exercising some direction over the movement of
the institution towards specific and clear cut goals devised
through long range planning.

In the 19508 and 60s, economic well being prevailed in
the United States. Society saw its future entrusted to the
success of higher education, and rapidly growing student
bodies brought vast numbers of private citizens into an
informed acquaintance with colleges and universities.
Consequently total giving increased at an annual rate of 11.6%
(Smith, 1978, p. 12).

However, the 1970s ushered in a difficult era for higher
education. Ryan enumerates some of these problems as follows:
By the mid-1970s, the North American
university was confronted with new
problems. Declining student enrollments,
shrinking funds for research, reduced
operating budgets, and increasing
cynicism with regard to its products
provided the ingredients for what March
(1974) has called a "period of neglect"
or decline. University organization has
just begun to reflect the impact of these
trends (Ryan in Griffiths and McCarty,

1980, p. 133).

Public institutions of higher learning began to respond
to these trends by getting involved in fundraising. According
to Dove, federal cutbacks created the greatest need for
educational fundraising especially in public institutions
(Dove, 1988, p. 4).

The foilowinq quotation from Davis (1988) expatiates on
the need for educational fundraising in public institutions.

Davis writes:
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In a time when increases in tuition breed
complaints and controversy, when state
budgets suffer from multiplying
pressures, and when the federal
government is drowning in red ink,
private fundraising offers institutions
of higher learning the best hope for
growth in revenue (Davis, 1988, p. 28).

In response to these trends, central university
administrators in public institutions have called upon the
deans to assist the president in the execution of his/her
fundraising responsibility (Trachtman, 1987, p. 11). The
literature shows that the deans are in a better position to
represent their colleges to prospective donors because of
their philosophical knowledge about their college (Davis,
1986, p. 29).

Davis is of the opinion that fundraising can help a dean
live up to his/her potential as a dean. He explains that a new
endowed chair can attract quality students and faculty, thus
enabling the dean to strengthen the academic work of his/her
college. Quoting Davis:

If you can match your plans for
innovative and important projects with
energized major donors, you can
accomplish your agenda for your school’s
future (Davis, 1988, p. 28).

Besides functioning as a fundraiser, the dean is also
expected to function as an advocate of fundraising for his/her
college (Trachtman, 1987, p. 12). Trachtman describes the dean
as a bridge between the central administration and the faculty
in accomplishing effective fundraising. Deans are in a unique

position to carry out this responsibility because as "men in
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4

the middle" (Wicke, 1968; Meeth, 1971; Richman and Farmer,
1974), deans are hierarchically placed just below the central
administration of the university and above the
departmentalized administrators of the college which includes
the faculty.

Michigan State University (MSU) is the setting for this
descriptive research of the factors that facilitated or
impeded the dean’s performance during Michigan State

University’s first Capital Campaign (MSU 2000).

Statement of the Problem

When the role of the dean was created in American
institutions, it was for the purpose of relieving the
president from his/her most critical responsibility, which is
educational leadership; so he/she could concentrate on other
responsibilities such as fundraising (Deferrari, 1956, p. 55;
DuPont, 1968, p. 9). The major responsibility of the dean
according to Gould (1964)is being an academic 1leader
responsible for raising the school’s academic standards.
However, events such as changes in the student population,
cost increases and decreased governmental financing have once
again led to the dean being called to provide leadership in
these changing times. In response, the academic dean has
turned over routine administrative responsibilities to the
assistant or associate dean so he/she could concentrate on the
task of welding college philosophy, objectives and personnel
into a body responsive to societal needs (Cyphert and Zimpher,
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5
1980, p. 92). Events in higher education have therefore
launched the academic deanship into the arena of educational
fundraising.

Cyphert and Zimpher (1980, p. 92) observed that "both the
university presidency and the university professorite have
been the object of numerous studies. However university middle
management, the deanship represents a void in our data, even
though its importance is increasingly recognized." 1t is
therefore desirable to study the deans especially as a number
of authors (Davis, 1988; Barden, 1988; Goldman, 1988) have
observed that the role of the dean is fast becoming that of a
fundraiser. Bearing in mind Ryan’s (1980, p. 134) criticism
that the few studies on deans’ role were mostly defined in
terms of survey analysis and not by theory; it is therefore
profitable to closely study the deans at Michigan State
University who have responded to the institution’s leadership
call in fundraising, in terms of the theory of fundraising.
This study of academic deans has the goal of analyzing and
describing the factors that aided or impeded the performance
of deans during a public institution’s first Capital Campaign
and will be done in the context of established concepts in
Capital Campaigns, such as 1leadership, planning and
organization using Michigan State University as the site of
the study. It is anticipated that such a study will aid in
identifying factors which proved helpful or unhelpful to deans
in the performance of their fundraising responsibility.
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6
Statement of the Purpose

The purpose of this study is threefold:

(] First, to assess how each academic dean
in a large public institution performed
in the three elements of a successful
Capital Campaign, namely 1leadership,
planning and organization. Specifically,
the research will seek to discover
factors that aided or impeded each dean
in functioning as a fundraiser;

° Second, to determine the fundraising
expectation/potential of each college
within a public university;

° Third, to obtain a qualitative reflection

of each dean’s fundraising experience.

Need for Research

Both the university presidency and the
university professorite have been the
object of numerous studies. However,
university middle management--the
deanship represents a void in our data
base, even though its importance is
increasingly recognized (Cyphert and
Zimpher in Griffith and MccCarty, 1980, p.
91).

This quotation reveals that there is a gap in the literature
and in our knowledge base regarding the deanship. A review of
over 500 reports on higher education completed within the past
decade by Peterson (1974) on academic administrators revealed

that the role, activities, attitudes and values of crucial
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7
officers in universities and colleges have not been well
researched.

A review of the literature confirms that since Peterson’s
report in 1974, the academic deanship and its various roles
have been the subject of a number of research reports.
However, most of the studies have relied mainly on the use of
the survey technique on a sample of all types of collegiate
deans representing different sizes and orientation of schools
(Ryan, 1980, p. 134). These types of researchers have been
criticized as creating role typologies for deans with no
theoretical underpinnings and consequently offering little
terms for a systematic view of the deans’ role (Ryan in
Griffiths and MccCarty, 1980). This reiterates Peterson’s
critique of work done on academic administrators. According to
Peterson:

studies of academic administrators have
made little use of conceptual variables
or theoretical models. In short, the
dean’s role has been described primarily
through survey methods and 1little is
known about the dynamics of that role
(Ryan in Griffiths and Mccarty, 1980, p.
134).

There has been a dearth of knowledge about the dean’s
various roles especially in view of critical events affecting
the dean’s role. Issues such as financial shortages and
enrollment decrease need studying. Ryan writes:

« « o Little is known about the role of
academic administrators and about the
effects of current issues and strains on

that role (Ryan in Griffiths and
McCarthy, 1980, p. 134).
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Since no research study has specifically utilized
conceptual variables to study the dean’s role as fundraiser,
a need exists to analyze and document the dynamics of how
deans performed their fundraising responsibilities and what
their opinions are on what proved useful or not useful.

Since institutions are different, the research is not an
attempt to give a prescription on how deans must or should
perform as fundraisers, but is intended to shed light on the
fundraising aspect of the dean’s role in a public institution.
There is therefore some need to study the dean’s fundraising

role from an individual institution’s perspective.

Significance of the Study

The significance of this study is as follows: first, it
is a timely study. The study addresses a research need as
identified by the literature associated with the dean’s role
and fundraising. Second, the study is an attempt to apply a
set of theoretical concepts to the analysis of the dean’s role
in fundraising. Third, the successful application of these
theoretical concepts will provide fundamental data on the
selection of deans in terms of fundraising success. Lastly,
the study will provide Michigan State University data with
wvhich to assess the deans’ active participation in the

institution’s first major Capital Campaign.
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Research Questions
The following research question will guide the study:

What are the factors that impeded or
facilitated the deans’ ability to meet their
colleges’ fundraising potential during a
Capital Campaign in a large public
institution?

Definitions

Dean

The term dean in this study is used to refer to the
chief academic officer under the provost, primarily
responsible for the quality and effectiveness of a
faculty and academic quality of a school/college.
Leader

A leader in this study is defined as one who moves
the group towards its goal. The essential ingredient in
this definition are that there be movement toward the
achievement of defined ends or goals and to be perceived
as doing so by followers.
Planning

Planning in this study refers to the process an
organization undergoes to design its own future on the
basis of external environment, its opportunities and its

constraints (George Keller, 1983).
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organisation

In a fundraising Campaign and as used in this study,
organization refers to the. implementation or
operationalization of the Campaign plans, and how the
college development staff, university personnel, students
and volunteers were organized to facilitate a successful
Campaign.
Peasibility study

This study uses the term to refer to the test an
institution undertakes to determine its philanthropic
potential.
Case statement

In this research, the term is used to refer to the
written document which describes the Campaign. Such a
document includes answers to possible questions about the
Campaign, reviews the arguments for support, and explains
the proposed plan for raising the money.
Pundraising

This is defined as the practice of soliciting gifts
and grants for the institution from interested
individuals and organizations. Its single purpose is to
enhance the interest or well being of the institution.
Capital Campaign (Dove 1988)

The research utilizes Dove’s (1988) definition of a
Capital Campaign, which describes a Capital Campaign as

an organized fundraising effort on the part of an
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institution to secure extraordinary gifts and pledges for
a specific purpose or purposes during a specific period
of time (Dove, 1988, p. 1). |
Bffective fundraising

As used in this research, effective fundraising does
not depend on the dollar amount raised in abstract, but
the dollar amount raised in relation to a college’s
potential (Pickett, 1986). Potential is determined
through a feasibility study, wusing the following
criteria:
° Wealth of the college; which is

represented by the size of the endowment.

The wealthier an institution, the more

able it is to withstand short-term

financial distress without sending crisis

spirals to its environment.
o College size; the larger a college, the

bigger the impact it has on its community

and the more families are touched

directly or indirectly by its service

programs. Thus, it is more 1likely to

raise larger amounts of money because of

the size of its alumni and friends.
° Socio-economic clientele and quality; a

professional college such as medicine,

engineering or business will tend to have
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more socially and economically successful

alumni bodies (Pickett, 1986, pp. 231-

239). |
Pundraising as a college priority

This does not imply making fundraising the most
important thing to the college, rather, it is used to
imply giving fundraising visibility in the college.

College Development Officer

This term refers to the professional fundraising
personnel resident in each college, with the primary
responsibility of assisting the dean in raising funds for
the college. Although the study is not about college
development officers, they are however, included in the
study for the purpose of corroborating and illuminating
the deans’ assessment of their leadership, planning and

organizational roles during the Capital Campaign.

Limitations

[ The study is limited to the opinion of the deans
interviewed.

° Some deans interviewed for the study might have
been appointed after the Campaign began, in which
case, they were not involved in the planning phase
of the Campaign.

° Michigan State University is a 1large public
institution conducting a Capital Campaign for the
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first time. For this reason therefore, the findings
of this research cannot be generalized to private
or small liberal arts institutions.

° Michigan State University has the least endowment
out of the "Big Ten" institutions. Hence the study
is not intended to teach the other "“Big Ten"
institutions about Deans and fundraising.

° The time frame of the study posed some limitations
in that, the tremendous success of the Capital
Campaign led to its extension. Therefore the data
which were collected prior to the end of the
Campaign cannot be effectively used to make
conclusion about goals.

o Finally, the use of interviews as the primary
source of collecting data imposed some limitations
on the study because interviews are subject to

bias, prejudice and personal opinions.

organigzation of the Stuady

The study is divided into seven parts as follows:
chapter one is an introduction to the study. It consists of
the background to the study and statements of the problem and
purpose of the study. It also discusses the need and
significance of the study, as well as enumerates the
limitations of the study.

Chapter two, which is a literature review, is divided

into three sections as follows: Section I consists of the
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history and influence of philanthropy in American higher
education and the rationale for educational fundraising in
public institutions. It is also # discussion of the
contemporary Campaigns in public institutions and examines the
participants/leadership in those Campaigns. Section II is an
examination of the general role and responsibility of the
academic dean and recent studies on deans or administrators in
fundraising. Section III is a discussion of the three
elements of a successful campaign namely leadership, planning
and organization.

Chapter three describes the research design and
methodology. It includes a description of the population, the
instruments for obtaining data, the analysis of the data and
the procedure used to obtain, handle and record data. Chapter
four gives an overview of Michigan State University’s first
Capital Campaign. Chapter five presents the data. Chapter six
provides a discussion of the findings. Chapter seven
summarizes the study, discusses the conclusions, implications

and suggestions for further research.



CHAPTER TWO

LITERATURE REVIEW

The 1literature review will be divided into three
sections: 1) fundraising, 2) the history and influence of
philanthropy in higher education in America, including the
rationale for capital campaigning in institutions of higher
learning, and 3) 1leadership in contemporary fundraising
campaigns in public institutions will be discussed.

The role of the dean in fundraising will be the focus of
section two. Under this section, the general role and
functions of the academic dean will be discussed.

Section three will examine the essential elements of an
effective fundraising campaign; namely, organization,
leadership and planning. Leadership, organization and planning
will constitute the theoretical framework for the research on

deans as fund raisers.
Section 1
History and Influence of Philanthropy
in Higher Bducation in America
Since 1638, when John Harvard made the first educational
contribution, United States higher education had attracted a
major portion of American philanthropy. Income from gifts and

bequests went a long way toward paying the expenses involved

in founding and nourishing Harvard, and later eight colonial

15






16

colleges (Curtis and Nash, 1965, p. 3); such as the collegiate
school of Connecticut (1701) (later called Yale); the college
of Rhode Island (1764) which later took the name of Nicholas
Brown Jr. in acknowledgement of the $160,000 he provided to
the school during its early years (Bronson, 1914, p. 157); and
Queens college in 1766, which later took the name of Henry
Rutgers in appreciation of his $5,000 bell gift to the college
(Schmidt, 1964, p. 18).

Socially, prominent professional groups such as
clergymen, merchants and magistrates, founded and supported
these colleges. Their desire for these colleges was for them
to be similar to those in England. This conservative bias
appeared on the curricula and administrative practices adopted
by the colonial colleges as well as in patterns of
philanthropy. With few exceptions, the benefactors that
nourished higher education in its New World beginnings were
given and applied in such a way as to sustain traditional
forms. When philanthropy did pioneer new departments, it was
primarily because the college administration felt them
harmless to established values (Curtis and Nash, 1965, pp. 3-
4).

Curtis and Nash (1965) trace the failure of the first
colleges to alter their curricula in response to the changed
demands of a new environment, to the conservative nature of
philanthropy. However, they concluded that if at that time

philanthropy did not patronize departures in curriculum or



vere
vith
accor
mny

Gave,



17

throw open the doors of higher learning to new groups, it did
erect the buildings, £fill the libraries, and support in large
part several generations of students and professors. These
were considered basic tasks, but at that time, in a society
with relatively 1little money to give or bequeath, the
accomplishment was remarkable. A successful start convinced
many skeptics of the value of higher education and those who
gave, created a bond of sympathy and interest between
themselves and the struggling colleges.

In the field of philanthropy itself, techniques of
fundraising and a habit of generosity were established that
later had important effects on today’s successful fundraising
methods. For example, appeals to private individuals for funds
were present in the earliest attempts to found colleges in the
New World, and when these colleges were in financial
difficulties, donations came as a result of active
solicitation (Curtis and Nash, 1965, p. 5). An example of this
was the first appeal made by John Eliot to a well-to-do
English antiquarian named Simonds D’Ewens in a letter dated
September 18, 1633, which was a masterpiece of the
philanthropic appeal. In the letter, Eliot made the point
that:

If we nourish not Learning, both church and
g??lonwealth will sink (Curtis and Nash, 1965, p.
Eliot was appealing to D’Ewens on more personal grounds for

patronizing a colonial college. He went further in his letter




18
to write:

God hath bestowed upon you a bountiful blessing: now
if you should please, to employ but one mite, of that
greate welth which God hath given, to erect a schoole
of larning, college among us; you should doe a most
glorious work, acceptable to God & man; and the
commemoration of the first founder of the means of
larning, would be a perpetuating of your name and
honour among us (Curtis and Nash, 1965, p. 5).

Another direct appeal was made to Elihu Yale by the
Collegiate School of Connecticut as quoted by Gutek:

The affairs of our school hath been in a condition of
pregnancy; painful with a witness have been the
throwes thereof in this General Assembly; but we just
now hear, that after the violent pangs threatening the
very life of the babe; Divine Providence as a kind
obstetrix hath mercifully brought the babe into the
world, and behold a man-child is born, whereat we all
rejoice (Gutek, 1970, p. 54).

The idea that the wealthy owed their fortunes to God and
consequently had a duty to perform to society and that could
be best executed by supporting good works, was fully exploited
in English appeals of the time (Curtis and Nash, 1965, p. 5).
The notion of stewardship as the foundation for philanthropy
is traced to its earliest Calvinist roots in Colonial America
by Gutek. According to Gutek, stewardship requires the wealthy
to act as economic guardians by using their resources for the
wvelfare of the public (Gutek, 1970, p. 55). Rudolph adds to
the notion of stewardship in philanthropy this commentary on
the role of philanthropy in support of higher education by
stating:

The American College, therefore was an expression of
Christian charity, both in the assistance that it gave

to needy young men and in the assistance that it
received from affluent old men. While the colonial
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economy would not support philanthropy of the
dimension that founded colleges at Oxford and
Cambridge, individual benevolence was nonetheless in
the English tradition... (Rudolph,. 1962, p. 78).

It follows, therefore, that in spite of the poverty of
colonial 1life, the tradition that supported the English
college was not abandoned in the New World. The concept of
stewardship nurtured by the Christian denominations kept this
tradition alive.

Consequently, in reminding D’Ewens of the stewardship of
wealth, Eliot brought the force of religion behind his appeal.
The final suggestion of perpetuating the donor’s name was
directed to personal vanity and pride. It was to become a
favorite bait of later fundraisers.

Another important concept in fundraising established by
philanthropic sponsorship of higher education is the use of
campaign brochures to state the institution’s need for money.
Several years later after the founding of Harvard, the
institution was on the brink of collapse. The new president of
the college, Henry Dunster, looked to England as the most
promising and launched in the mother country, the first of
many campaigns on behalf of colonial higher education. The
choice was well-calculated. England had been exceedingly
generous to higher education, contributing over two hundred
thousand pounds since 1480 and almost 40,000 pounds in the
single decade from 1621-1630 (Curtis and Nash, 1965, p. 6).

The chosen solicitors - Thomas Weld, Hugh Peter and

William Hibbins - were instructed to raise funds without
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qnqaging in dishonorable begging. They arrived in London in
September, 1641, and met with moderate success. However, the
fundraisers felt a need for promotionai literature to arouse
interest. In 1642, Peter Weld and President Dunster prepared
a tract that when published the following year, carried the
ingenious title "New England’s First Fruits" (Curtis and Nash,
1965, p. 17). It was the first of thousands of brochures that
American educational institutions have issued in the hope of
stimulating contributions.

Armed with "New England’s First Fruits," Weld visited
several prospects, one of whom was Anne Mowlson. From Mowlson,
a 100-pound gift was obtained to be used for the education of
the poor, thus establishing the first scholarship or student
endowment fund in an American institution (Rudolph, 1962, pp.
78-79).

Philanthropy in American higher education also
established another concept used in fundraising. That concept
is mass solicitation. In the early days, donations were
solicited also from the masses. Historians Curtis and Nash
documented the article written for a subscription prospectus
circulated for Harvard about 1663. The article, while
appreciating the fact that the public was poor with little to
spare for philanthropy, urged them to support higher education
"lest temptation, barbarism, ignorance and irreligion doe by
degrees breake in upon us" (Curtis and Nash, 1965, p.8). This

documented the importance of higher education to the colonists
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and the assumption that the first philanthropic support would
be small. Harvard’s early records contain references of gifts
as small as a fruit dish, a quarter bushel of grain and a
simple pound (Curtis and Nash, 1965, pp. 8-15). The perception
that all gifts are important is still true today because big
donors want to know what the alumni support is prior to making
their donation.
Philanthropy in the S8haping of
Higher Bducation Curriculum

Even though the New World inherited from England the
habit of philanthropy to higher education, the New World
differed in that its system of higher education was
characterized by diffusion and diversity. England’s higher
education was dominated by two universities, namely Oxford and
Cambridge. On the other hand, in the New World, Harvard, which
had only been in existence for sixty years, had competition
from other colleges such as the College of New Jersey, King’s
College, the College of Rhode Island, Queens College, the
Collegiate School of Connecticut and Dartmouth College.

Unfortunately, this diversity did not extend to the
curriculum and the student body. The curriculum was still
liberal arts and the student body was still mainly made up of
children of the rich (Curtis and Nash, 1965, pp. 8-15). Some
of the philanthropic support to the colonial colleges was
conservative in that it sought to sustain the traditional
pattern of sectarian instruction in divinity. While most
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¢olonia1 philanthropists sought to preserve and strengthen
traditional patterns, a few looked in new directions. Once
again, philanthropy in higher education played an important
role transforming theologically oriented colleges into
universities offering professional training in many phases of
the liberal arts and sciences.

The first generation after independence consisted of
entrepreneurs, financiers and industrialists who, through
philanthropic giving, pressured for change toward practical
education. Instead of patronizing the classical colleges for
the elite, many nineteenth century entrepreneurs sought to
transform existing institutions or to found new ones that
would be more responsive to current demands as they defined
them. The great fortunes of the members of the new elite gave
them the opportunity, through philanthropy to implement their
novel educational ideas. They were well aware that graduates
coming from the campuses of the classical colleges were
totally unprepared to meet the problems involved in building
a bridge, operating a bank, or designing a machine. With few
exceptions these business people were not college graduates
(Wyllie, 1954, pp. 95-112). The Americans who patronized
practical education did so with the belief that they
themselves could have profited from a few years of intensive
training at the beginning of their own careers. The
benefactors sought to correct a defect they perceived in the

preparation America offered its young men and women by
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reorienting higher education in a utilitarian direction.

In the 18808, attempts were made through the donations of
philanthropists to offer scientific and technical education.
For example, in 1823, the Gardiner Lyceum was opened with the
purpose of instructing farmers and mechanics in the scientific
principles of their professions. Others included the Maryland
Institute for the Promotion of the Mechanic Arts, the Franklin
Institute, the Rensselaer School (which gave the United States
the honor of awarding the first degree in Civil Engineering),
Lawrence Scientific School.

Although applied science led the way, commerce and
business administration soon followed in receiving the support
of practical-minded philanthropists, enabling these subjects
to enter the college curriculum.

Some benefactors of practical higher education in the
nineteenth century were not content to make their donations to
colleges that already existed. In many cases, these
philanthropists felt that only in their own institutions could
their educational ideas be given complete and unopposed
implementation. Rensselaer was the first American to use his
wealth this way.

In 1859, with an initial expense of more than $600,000,
Cooper built the school of his dreams in the city of New York;
for the advancement of science and art in their application to
the varied and useful purposes of life. The founding of Cooper

Union was a spur to other Americans with money and a belief in
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practical higher education.

In most cases, philanthropic support of practical higher
education reflected the vocational inﬁerests of the donors.
For example, invention and engineering were family traditions
with Edwin A. Stevens. He bequested $650,000 to the Stevens
Institute of Technology. Leonard Case donated more than two
million dollars to science. The same was applicable to Rose
Polytechnic Institute, Pratt Institute, Carnegie Institute of
Technology, Drexel 1Institute, California 1Institute of
Mechanical Arts, etc. (Curtis and Nash, 1965, pp. 60-86).

According to several authors in the 1literature for
fundraising, donors today invest in institutions with causes

which meet donors’ interests.

Land-Grant Institutions

Private philanthropy was not the only means by which
practical higher education advanced in the United States. In
the 18408, it was becoming increasingly clear that the Western
world was about to enter a new era of inquiry, or more
extensive scientific research with the publication of Charles
Darwin’s book, The Origin of the Species (Brubacher and Rudy,
1976, p. 62). The movement for land-grant colleges represented
the American phase of the new emphasis on the role of science
in human affairs. Brubacher and Rudy state that by the 1940s,
the so-called farmers’ vote in America was becoming
increasingly self-conscious politically. They wrote that,

there was more grass root support for the program of "vote
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yourself a farm" at that time than for special training in how
to till such farms (Brubacher and Rudy, 1976, p. 62).
Nevertheless, they said, some farm 6rganizations came to
regard agricultural education as at least a partial cure for
the farmer’s economic ills. In the 1850s, the agitation of a
gradually expanding agricultural press and of various local
and national agricultural societies built up a growing body of
opinion which demanded the establishment of what were called
"democratic colleges" (Brubacher and Rudy, 1976, p. 63).

The Morrill Act of 1862, which created the land-grant
colleges, was an act donating public lands to several states
and territories which may provide colleges for the benefit of
agriculture and mechanical arts. This Act and subsequent
legislation in the twentieth century, greatly increased the
amount of federal aid to land-grant colleges. These colleges
stood pre-eminently for the principles increasingly so
important in the twentieth century; that every American
citizen was entitled to receive some form of higher education.
Together, with the first state universities and municipal
colleges, the early land-grant colleges represented the force
of democracy working as a mighty lever in the world of
American higher education. Michigan State University was the

pioneer land-grant university.
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Rationale for Capital Campaigning in
Institutions of Higher Learning

Philanthropy and charity to American educational
institutions continued. For example, capitalists such as
Andrew Carnegie and John Rockefeller underwrote libraries,
museums, research projects and sometimes, entire universities
in the late nineteenth and early twentieth centuries (Dove,
1988, p. 3).

The rise of industrialization enabled more people to give
to higher education. This led to the establishment of
fundraising corporations. Although philanthropy had been in
existence in the United States for decades, successful major
campaigns were conducted early this century by the campaign
directors for the YMCA (Dove, 1988, p. 3).

Over the past years, institutions of higher learning,
especially public institutions, have gotten involved with
capital campaigns for a number of reasons. The role of
campaigns and their impact on the future of institutions are
becoming very important. Several factors are responsible for
educational institutions’ involvement in capital campaigns,
especially public institutions.

According to Cheit (1971, p. vii), the decade of the
19608 was characterized by the most rapid growth and
development ever experienced by institutions of higher
learning. When the baby boom children reached college age, the
college population rose astronomically. In addition, the post-
Sputnik era was a period marked with heightened appreciation
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of the contributions by higher education to national growth
and scientific development. Consequently, this was
characterized by rising state goverhment appropriations,
massive federal aid programs, expanded private gifts, and
increased student fees. Institutions of higher learning were
therefore equipped financially to absorb the swelling
enrollment of students (Cheit, 1971, p. vii).

In addition, the United States’ economy was growing at a
fairly rapid space and university budgets were growing at the
rate of 7-8%, and total giving to higher education grew at a
rate of 11.7% (Smith, 1978).

However, the status quo changed toward the end of the
19608 as signs of financial stress began to be apparent in the
institutions of higher learning. By 1970 a rising number of
institutions were facing financial difficulties, as the flow
of funds from various sources ceased to rise at the rapid rate
they had become acquainted with from the late 1950s to about
1967 (Cheit, 1971, p. viii).

The massive growth of higher education during the early
19508 was partly responsible for the financial difficulties
experienced in the late 1960s. During the early 1950s
institutions had increased the quality and variety of the
courses being offered and had responded to the demand for
greater equality of opportunity in higher education.
Unfortunately, when enrollment started to decline at both

undergraduate and graduate levels, the institutions were
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saddled with all these massive programs, which needed a lot of
money to operate (Cheit, 1971, p. ix).

Another reason why institution§ of higher 1learning
started experiencing financial difficulty which eventually led
to their involvement in capital campaigns was the increase of
graduates as a proportion of the total enrollment and
consequent rapid growth of expenditure.

The federal funding programs which emerged in the 1950s
also contributed to the financial troubles of higher
education. The government poured out massive funds to
institutions of higher learning in the beginning (Broce, 1979,
P- 13). However, Crawford states that towards the end of the
mid-19608, higher education became the object of public
skepticism and doubt. Following the post-Sputnik era, the
strong public confidence and financial support enjoyed by
higher education was replaced by a widespread disillusionment
which raised the question of what priority higher education
should have in the allocation of scarce resources (Crawford in
Rowland, ed., 1977, pp. 341-342). Consequently, the federal
government curtailed most of the massive aid programs, leaving
educational institutions which had become overbuilt and overly
dependent on federal aid stranded, so money had to be sought
for from other sources.

Another reason why higher education got involved in
capital campaigning was as a result of the oil embargo of the
19708, which resulted in increased utility costs, something
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the institutions were forced to underwrite, thus increasing
their operational costs.

In some institutions, the need for new technology also
accounted for higher education’s need to seek additional
funds. All these factors, in addition to the existence of
fewer tax dollars because of the increase in unemployment
coupled with inflation, contributed to the need for public
institutions to become involved in capital campaigns.

As one institution after another, such as Duke, Stanford,
Chicago and Michigan, successfully conducted capital campaigns
in the 19608, other institutions saw the need to raise more
money 8o as to raise their quality and become more competitive
(Broce, 1979, pp. 13-14). To increase quality, many higher
education institutions will need to seek substantially
increased scholarship funds and/or increased endowment for
student aid to enable them to compete for the fewer students
(Cheshire, 1979, p. 7) now available to higher educational
institutions (Hodgkinson, 1985, p. 13).

Another reason why institutions of higher learning are
engaging in fundraising to raise their quality, is as a result
of the shift in emphasis in the principle of access to
education to quality of education. Therefore, teaching ability
is becoming more important to institutions as they
increasingly focus more on excellence and on offering an
education of value that is worth the high cost. Cheshire
concludes that given the shift in emphasis it is not
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surprising to see institution after institution get involved
in fundraising to support improvement of teaching capacities,
techniques and materials (Cheshire, 1979, p. 6).

Other reasons why institutions of higher learning are
involved in capital campaigns include an increase in
competition for resources. According to Frantzreb (1981), the
competition from other educational institutions and social
programs is very intense. More charities are being formed at
the same time as public grant programs are being reduced or
eliminated as a part of the current federal administration’s
strategy (Dove, 1988, p. 4). Therefore, institutions have
undertaken to publicly expose their hopes and aspirations to
critical market segments, for the purpose of asking them to
invest their time, energy and financial support crucial to its
quality and sometimes, its survival.

Lastly, capital campaigns are popular with institutions
of higher learning because the donor public is becoming both
more pressed and more discriminating as resources are becoming
more scarce. Consequently, institutions engage in capital
campaigning partly for the purpose of matching donor interests
with their needs.

According to Broce (1979, p. 11), the campaign method of
raising money had its beginnings in the YMCA movement of the
1900s. The campaigns grew out of the concern of many that they
vere spending too much time on raising money. The campaign was

a vay of solving this problem, because it had stated goals and
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time limits, enabling the money raising chore to be completed
quickly and thus eliminating the agony that accompanied
continuous fundraising. .

Cheshire was of the opinion that the capital campaign of
today is different from early campaigns because traditionally
campaigning was designed to meet the institution’s physical
plant needs. Today, however capital campaigns are also for
endowment and money for current programs (Broce, 1979, p.
117). Inflation, the oversupply of faculty, and the prevailing
concern for responsible fiscal management are influencing the
situation (Cheshire, 1979, p. 6). According to Cheshire,
campaigns are now occurring once in a decade rather than once
in a 1lifetime, and the goals are extraordinarily high.
Nevertheless, a review of the early campaigns and today’s
campaigns show that both have many similar practices necessary
for success, such as organization, selection of volunteers,
team competition, powerful publicity, large gifts to be
matched by the public, careful records, reporting meetings and

definite time limits (Broce, 1979, p. 11).
Section 2

Contemporary Campaigns in Public Institutions
Fundraising as it exists today did not begin until the
late nineteenth century when financiers such as Andrew
Carnegie and John Rockefeller started underwriting libraries,

museums, research projects, and even entire universities. As
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the United States became industrialized and major donors were
willing to give to non-profits organizations, fundraising
became a practice (Dove, 1988, pp. 2-3).

Fundraising was a practice in private institutions as
they were founded and maintained by philanthropic giving
(Curtis and Nash, 1965; Rudolph, 1962). The more important
reason that plunged public institutions into privately raising
money was the decrease in state and federal support to public
ingstitutions. Other reasons for public institutions engaging
in fundraising included the tightening of institutional
budgets and decline in student enrollment (Gabor in Dove,
1988). Given the above reasons, public institutions have had
to publicly expose their hopes and aspirations to critical
market segments who are then asked to invest their time,
energy and financial support, crucial to the institution’s
quality and sometimes crucial to the institution’s survival.

Organized fundraising activities such as capital
campaigns are being undertaken for two reasons: the donor
public is becoming both more pressed and more discriminating
as resources are becoming more scarce; and fixed operating
costs are escalating more rapidly than the rate of inflation
(Dove, 1988, p. 4).

Accor&ing to a telephone survey conducted by the
Chronicle of Higher Education (“Fact-File...," September 2,
1987, p. A76 in Dove, 1988, pp. 4-5), forty-three higher

education institutions within one year (1987-1988) announced
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a capital campaign with a goal of more than $100 million, and
in Pebruary 1987 Stanford University announced a capital
campaign of more than $1 billion (Dove, 1988, P. 5).

Dove, 1like other fundraising authors, adds that
regardless of the amount to be raised, every effective or
successful fundraising campaign must have effective
leadership, good organization and planning.

Participants in a Public Institution’s
Capital Campaign

Writing on the vital importance of leadership in
successful capital campaign, Seymour (1966) writes:

A good fundraising program has two kinds of leadership
- the layman who leads and the staff member who
manages and serves. The better each is and the better
they work together, the better the results will be.
Leadership in itself, let it never be forgotten, is
always the key factor in successful fundraising,
whatever the cause, whatever the goal, and whatever
the scope of the campaign (p. 179).

Moisan agreed with Seymour in his dissertation on "the
three year capital campaign at University of Virginia"--a
public institution. He identified three principal elements
that made the campaign a success, namely: leadership,
organization and planning. He divided the leadership team into
two levels. On one level was the president and on the other
level was the development team which included the chief
development officer, top administrators and volunteers.

The literature (Dove, 1988; Fisher, 1980; Fisher and
Quehl, 1989; Pocock, 1989) identify the president, the

campaign chairperson, the governing board, the chief
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development officer and the deans as the major participants in
an institution’s capital campaign effort. The leadership role
played by each of these participants will be examined. The
president’s role in a capital campaign will be examined first
because he/she is the player most written about in a capital
campaign. However, the focus of this research is on the role

of the deans in a capital campaign.

Presidential Leadership

A number of authors have written about presidential
leadership in a capital campaign (Fazio and Fazio, 1984;
McLaughlin, 1984; Whittier, 1980; Fisher, 1980; 1985). Each of
these authors sees the president as the essence of the
institution and that the general leadership role expected of
any president is crucial to a capital campaign’s success.
According to Fisher (1980)

Without strong presidential leadership, it is

impossible for the institution to move and the

institution will suffer (Fisher, 1980, p. viii).
Each writer expects the president to take the responsibility
for the institution’s survival through the creation of an
atmosphere in which the president’s constituents can be
scholars and teachers. Presidential leadership in this context
is twofold: (1) ability to contribute significantly to group
movement in the direction of a recognized goal; (2) to be
perceived as doing so by followers (Cohen and Rouch, 1969).
It is for this reason that McLaughlin said:
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The success or failure of both a college and an
administration is...in the short term often judged on
financial solvency. The fact that campaigns are
measurable and other achievements are not, gives
fundraising special tangible significance (McLaughlin,
1984, p. 6).
This statement equates the president’s role as a leader in a
campaign with the president’s overall role as institutional
leader. It is no wonder therefore that Dr. Hardin (the then
outgoing president of Michigan State University), when asked
to reflect on the condition of American higher education,
should reply: "lousy, and it is our fault" (Fisher, 1980, p.
vi). Fisher like Hardin is convinced that one way to restore
higher education is presidential sophistication in
fundraising. Sophistication in fundraising according to
Richards and Sherratt (1981) begins when the college president
fully realizes that he/she is not merely a manager or
coordinator, but instead is the central person exercising
presidential leadership for the institution.
Fazio and Fazio (1984) best describe the importance of
presidential leadership in a capital campaign in a memo they
sent a president as follows:
The capital campaign is one of the most critical
activities of your administration. Your role in it is
vital to the campaign’s success. In fact, without your
special involvement, your institution’s (advancement)
fundraising program is destined to fail (Fazio and
Fazio, 1984, p. 10).

This type of involvement, according to Fazio and Fazio (1984),

means that the president, as the leader of the campaign, has

to be personally involved in the capital campaign planning.
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Fazio and Pazio (1984) include selecting the right strategy
for the right time with the right people as part of the
president’s planning responsibility. If is their belief that
the president is not to trust the leadership of the campaign
to the Vice President for Development and then react to weekly
memos (Fazio and Fazio, 1984). They contend that as the leader
of the campaign, the president’s personal and active
involvement in making the campaign plans is crucial, because
this plan contains the best estimate of scope, goals,
objectives, process and timeliness of the campaign. The plan,
according to Fazio and Fazio, also includes several
checkpoints along the way as well as a number of alternative
scenarios that the president must prepare in advance, just in
case mid-course corrections become necessary (Fazio and Fazio,
1984, p. 6).

The leadership role of the president also means he/she
has to play a major role in determining feasibility. Fisher
and Quehl (1989) advise that the president has to personally
select the consulting firm that will conduct the institution’s
feasibility study. The president’s role in determining
feasibility is to give the consultant conducting the
feasibility study a candid interview. This is because the
president’s perceptions are basic in the creation of a sound
development program. The president’s candor with the outside

consultant is crucial to the success of the capital campaign.
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Formulating the case statement is another area in which
the president has to exercise leadership. The cases selected
for support must recount the institution’s needs and define
why they deserve major support. For this to be accomplished,
the president’s personality and thoughtful participation must
be evident throughout the printed piece (Fazio and Fazio,
1984, p. 7).

Although the president has to be personally involved in
the capital campaign he/she also has to delegate
responsibility and authority. Thus, the president’s leadership
responsibility includes helping the development officer
recruit the volunteer organization, providing encouragement to
the volunteers and occasionally nudging them when they are not
conscientiously following through on their assignments
(McLaughlin, 1984, p. 8).

The most important leadership responsibility of the
president in a capital campaign is to convey the institutional
message personally to potential donors. Fundraising theory
holds that 90% of the goal is donated by 10% of the prospects
(Pockock, 1989, p. 33). For this reason, it is of great
importance that the president personally solicit donations
from big corporations and big individual donors.

Other leadership responsibility of the president during
a capital campaign includes the following: bringing together
the disparate elements of the academic community to support

the campaign, and holding the professional staff accountable.
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The president has to establish benchmarks for success and set
levels of achievement and expectation (McLaughlin, 1984).

Given the central role that the'president plays in a
capital campaign, President Hesburg of Notre Dame
characterized the president as the definite leader in the
campaign and gives a summary of the president’s job as
follows:

The job of the president is to articulate the case, to
present the vision. This assumes of course that the
president has a clear vision for the
institution...whatever else he is <clear and
enthusiastic about, the president must most of all
elaborate his specific vision, rethink it as times
change, and perfect it as he learns from resources...
(Conklin, 1982, pp. 16-17).

To summarize the role of the president in a capital campaign,
Putnam’s speech best illustrated it. According to Putnam:

The president, particularly in fundraising campaigns,
needs the support and understanding of faculty and
staff. Department chairmen tend to be myopic, focusing
only on their departmental needs without a concern for
the overall institution. Vested interest surface quite
quickly. Therefore, the case statement and the
institution’s needs must be pulled in a plan (by the
president) reflecting the total institution.... The
president however, must do more than appoint staff and
delegate fundraising responsibilities. As far as the
community is concerned, the president is the
institution. The president alone is the chief
spokesman and chief fund raiser for the institution,
promoting a community awareness of the institution’s
goals and needs. The president enlists community
leaders to volunteer their talents and their dollars
to the <college. He encourages the staff and
importantly, the faculty, to realize that the success
of an institution’s fundraising efforts are a direct
result of the institution’s commitment to this effort.
The president, particularly in a state university,
must assume an aggressive leadership posture in any
development effort due ¢to the very 1limited
understanding by the public that a state-supported
college needs private funds (Putnam, 1976, p. 4).
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Chief Development Officer

The chief development officer is a colleague of the
president and a senior officer of the institution. He/she is
part of the executive leadership team for development. The
person occupying this position must be able to command the
respect of the institution’s top constituencies (Frantzreb,
1981, p. 24). In a capital campaign, the chief development
officer has the primary function of obtaining understanding
and support for the total program. According to Dove he also
functions as a catalytic force--an educator, manager,
researcher, communicator, facilitator, 1leader, guide and
stimulator (Dove, 1988, p. 40).

As an educator, the chief development officer assists the
president in becoming a better fundraiser. Adams identifies
four areas in which the chief development officer can
accomplish the task of aiding the president to become a better
fundraiser.

] Aids the president to set the tone for the
capital campaign. McGinnis’ study concluded that
the chief development officer and the president
typically implement and direct fundraising policy
(McGinnis, 1980). It therefore follows that as
an educator, the chief development officer should
build an overall capital campaign approach on the
best practice of traditional management,

augmented by new approaches, directional
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techniques and attitudes (Dove, 1988, p. 42).

The chief development officer’s responsibility as
an educator during a capital cinpaign is to spend
quality time with the president to keep the
president abreast of the campaign’s progress. In
addition, the chief development officer has to
ask his/her staff to adequately research
prospective donors; utilizing this information,
the chief development officer prepares the
president for the solicitation call.

The chief development officer has to have
technique and talent. The chief development
officer according to Adams, gives the president
expert advice concerning such matters as: the
subtleties associated with computerized direct
mail; the best approaches to foundation
relations; the strategies and legalities behind
planned giving; minute details essential to
dealing with alumni and the propriety and
importance of good donor research.

Finally, as an educator, the chief development
officer has to possess talent. Through caring,
tutoring, the chief development officer aids the
president to develop the talent for interacting
personally with a donor and the talent and

commitment needed to state the mission and case
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effectively (Adams, 1989, p. 18).

As a manager, the chief development officer has the
leadership responsibility of orchestrafing the details of the
campaign and organizing the campaign. Sherratt concluded that
though the chief development officer leads the development
office, he/she needs professional help in the performance of
special tasks such as annual giving, corporate and foundation
relations (Sherratt, 1975). Dove adds that since the above
named | functions are interdependent and related, the chief
development officer must take advantage of the diverse talents
of his/her staff’s talents and work with them rather than
assigning them duties (Dove, 1988, pp. 41-42).

Functioning as a communicator during a capital campaign;
the chief development officer, has extensive public relations
duties as part of his/her responsibility to plan and implement
the campaign (Sherratt, 1975).

The chief development officer functions as a facilitator
during a capital campaign. He/she does this by being less
authority oriented and more of a provider of work conditions,
a helper in problem solving and good accomplishment. Dove
analyzes the chief development officer’s role in a capital
campaign

...as providing a climate in which staff members can

gain confidence in each other, in which goals are felt
to be understandable and meaningful, and in which all
[::c))?le can participate successfully... (Dove, 1988, p.

As a leader, the chief development officer provides
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leadership and guidance to both the staff and the volunteers.
Dove is of the opinion that today, the chief development
officer’s leadership is considered to be more coordination of
effort than actual fundraising. In conclusion, Dove lists
seven responsibilities of a chief development officer in a
capital campaign as follows:

[ recognize the needs of staff and volunteers;

° delegate authority and/or responsibility;

° ‘solicit and cultivate donor prospects;

o involve staff and volunteers appropriately in every

level of decision making;

o provide meaningful support, direction and
leadership;

o recognize the challenge of changing times and human
motivations;

° provide adequate feedback and recognition of

achievement (Dove, 1988, p. 42).

Trustees/Governing Board

Literature abound on the importance of trustees/governing
board leadership in the success of a capital campaign
(Frantzreb, 1981; Fillmore, 1984; Madalena, 1980; Pocock,
1989).

Private colleges have survived mainly as a result of
private philanthropy. The trustees had and still have the
responsibility of obtaining and managing resources to maintain

the institution. Now, public institutions are also depending
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on private support to meet their costs. In both public and
private institutions the board members are expected to raise
money to ensure that the institution reaches its potential
(Pocock, 1989, p. 1).

Pocock (1989) gives two major reasons why the trustees
are in a major leadership position in a capital campaign.
They are:

° Prospective major donors want to talk with those
in whose hands rest the present and future health of
the institution, the president is the logical person
to talk to. However, the president is unable to handle
all demands of a major fundraising program, the
trustee therefore stands as a peer or surrogate of the
president in the development of major donors.

° Trustees represent a cross section of the
leadership of the local community and of the society.
As a result each trustee brings to the institution a
distinct set of contacts and prospects (Pocock, 1989,
pp. 1-3).

Broce discusses the vital importance of trustee
leadership as follows:

Leadership from the governing board, is the single
most critical factor affecting the success of a
campaign and even 1in determining whether an
institution should conduct a capital program. Without
the board’s visible and unanimous commitment, it will
be difficult if not impossible to motivate others to
participate. And it is the governing board members,
independent of others, who must eventually commit

themselves to seeing that a stated goal is reached
because they themselves are unanimously determined
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that it will be (Broce, 1979, p. 46).

In reinforcing Broce’s position Gerber (in Dove, 1988) states
that “leadership from the top in recruiting workers,
cultivating, soliciting and giving is absolutely critical to
a successful capital campaign" (Gerber in Dove, 1988, p. 32-
33). Leadership for the campaign therefore is the key
ingredient that the board must provide. Through their
leadership, trustees enlist alumni, parents and friends to
join the volunteer organization that will work with the staff
and faculty to accomplish the desired results. Handlan (1989)
believes that other volunteers will not reach their full
potential unless the board members first provide the
leadership. It therefore follows that trustee leadership is
essential not only to set the example for the institution’s
off campus constituencies, but as an important ingredient in
rallying the campus community namely; faculty, staff and
students, around the campaign (Handlan, 1989, pp. 73-82).

In carrying out their leadership responsibility, the
governance board members operate at two 1levels, namely;
collectively and individually (Dove, 1988; Pocock, 1989).

Collectively, the board reviews and approves the timing
of the campaign after a full discussion of the perceived
strengths and weaknesses of the institution as it approaches
the campaign. Also, the executive and development committees
of the board have to be substantially involved in preparing
the needs list. The final needs list has to be presented to
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the entire board for consideration and approval. If approved,
a capital campaign then is usually referred to the board’s
development committee for planning and overall supervision of
its implementation (Dove, 1988, pp. 32-37; Pocock, 1989, pp.
27-30).

It is also the responsibility of the board to approve
money at the initial phase of the campaign to conduct the
feasibility studies, and later, the board also has to approve
the entire campaign budget.

During the planning phase of the capital campaign, it is
the board’s role to ensure that the campaign is properly
planned. This responsibility according to Dove, includes
assessing the organization and structure, people involved,
individuals, corporations, and foundations being solicited,
how much they will be asked for, timing of efforts and
marketing aids being used (Dove, 1988, p. 34).

After the completion of the case statement, the board has
the responsibility of approving it. According to Pocock, this
step ensures the board’s full understanding and prepares them
to assume their individual role in the campaign effort
(Pocock, 1989, pp. 27-36).

Individually, not every board member is expected to
accept specific fundraising responsibilities. However, each of
them is expected to be a solicitor according to Dove (1988)
and Pocock (1989). LaMore (1989) agrees with Dove and Pocock
and adds that board members by virtue of their caliber, know
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some individuals and foundations from whom they will be the
best persons to get a considerable commitment. He therefore
articulates the reasons for trustee leadership in a capital
campaign as follows:

Board members must take on these individual

assignments with enthusiasm and 1leave no stone

unturned in ensuring that prospective donors are given

the information that will enable them to make a sound

and thoughtful decision regarding support of the

institution. Trustees through deep commitment in the

solicitation of gifts, authenticate their own deep

involvement in the institution (LaMore, 1989, p. 93).
LaMore, Pocock and Dove all are in agreement that people give
to people, consequently donors will give to the trustees who
carry the mission and needs of their institution in a positive
enthusiastic way.

Other leadership responsibilities trustees could be
involved in, individually, include serving as members of
campaign committees especially in large public institutions.
Also trustees could work with professional staff to identify
prospects. By so doing, trustees spread the perception and
reality of their support and participation in all aspects of
the campaign (Pocock, 1989, p. 94).

Since 90% of the goal in a campaign is raised from 10% of
donors (Pocock, 1989, p. 38), the trustees’ role in a capital
campaign is very crucial to the success of the campaign as
people give to people and not to institutions.

In conclusion, Filmore states that trustee endorsement,
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