Gathered Wisdom for Dioceses Conducting a Campaign…

The Diocese of Ottawa Staff Experience with GIFT (2012) thanks to Jane Scanlon
ADMINISTRATION/BACK OFFICE

Record Keeping

Use Basic Funder as software. It was cost effective but certainly not the best software system out there for this purpose.  
Don’t underestimate the time needed (may need to train and bring in volunteers or part-time staff).  I would recommend staffing this function or centralizing it. Response to donors and to parishes must be done in a timely fashion and be seen to be highly competent.
There’s complexity in making the links between the accounting function and the campaign function, and the linkage must be mapped out in advance of the campaign. 

A filing system, both electronic and paper, should be established.
Some parishes may want to do their own record-keeping. This should be the exception, not the rule, and can only happen if alignment with the existing data collection process is achieved.

Getting Ready

Parish lists need to be cleaned – parishes send them in, and then they have to be uploaded, updated, and aligned with the software. This happens on an ongoing basis.
A process for pre-authorized giving must be in place as does an online system of donating by credit card or bank withdrawal. This also needs to be monitored by the admin person, as well as entering corresponding pledges into the database for each online or credit card gift.
Disbursements

Made every month to parishes, having been reconciled in advance with accounting documentation. It is a time consuming process.
Recognition

Thank-you letters are sent out immediately and receipts are sent out annually ,well in advance of the end of February. A thank-you note will be sent out each year with the tax receipt. As well, we will be sending one-time donor letters twice per year.
Thank you letters are sent even to those who have chosen not to donate, since they have seriously taken the time to consider this.
Connection with Donors 
Donors are sent a twice yearly reminder system if they have pledged an amount annually.

Determining the Campaign Costs Upfront

Chose 10% of expected revenue to estimate cost, with approximately 55% of that going to the consultants, 30% to administration and supplies; and 15% to communications and printing.  Build the cost of additional staff, and a contingency portion into this budget of 10%.
A decision must be made as to how this cost is to be allocated…Ottawa decided to have the Diocese pay it all. Others may decide to share it among recipients.

Obtain a line of credit up front to be able to pay the costs as they occur. The Diocese of Ottawa got a $1 million line of credit.
HUMAN RESOURCES

Leadership  

The Leadership Team consisting of the Chair, the Bishop, the staff person and the consultants had weekly meetings at first to update each other and problem-solve. They then reduced to monthly meetings and now to bi-monthly meetings. Sub-groups were established to deal with specific issues such as communications, volunteer engagement, case development etc. and those groups met frequently until their task was conquered. 

Problem-solving or managing the anomalies becomes a major leadership and staff task and needs to be considered as a hefty part of the work required.

Staff Involvement
The campaign will have a considerable impact on all staff, over and above those directly spending almost full time on it. The Treasurer and Accounting Department, the Bishop, the Executive Archdeacon, the diocesan paper editor, and more.  At least the first three should allocate a considerable percentage of their time in the first year towards the campaign.  The Bishop and Accountant were more heavily involved – perhaps 10 and 5%.  The other two – perhaps 2%.
The Bishop’s role in leadership is essential. S/he will show leadership and vision. Will need to build comfort in fundraising and direct asks of major donors.  S/he will be very visible. (“I expect your participation”, “I support this campaign”, etc.)  In Ottawa, the Bishop was a member of the financial development panel that helped get the campaign going and attended every meeting.  He participated fully in the choices made for the case for support. While not hands on in many of the smaller details, he was fully engaged in the leadership team and was an essential part of the decision-making. He was part of the Synod presentations and clergy days, etc. In addition to the Chair of the campaign, he was the main spokesperson. He signed all thank you letters and sometimes added personal notes. There has been involvement with major gift asks. He ensured that the campaign was the focus of the clergy day. He was included in celebration events, and the recognition events. There have been some individual meetings with priests.  Weekly meetings of staff and consultants were held with the Bishop to establish priorities.

Confidentiality

All volunteers and staff working in any way with the donations must be aware of the need for confidentiality and sign a confidentiality agreement.
In Ottawa, the information about donations made is restricted to senior staff person, the data entry person, the consultants and only one person chosen for each parish (NOT the parish priest).
Clergy Training

This was integrated into a dedicated clergy day. Two major stewardship conferences in the preceding two years laid the ground work. There have been workshop sessions at Synod and at other conferences, including a well-attended congregational resource day.

Expectations of clergy

Take leadership in encouraging the parish in the campaign and participate fully in the leadership team for the parish sermons on stewardship four times a year.
Several Sundays were focussed on GIFT.

Possible attendance in major gift calls, but only if it seemed the right thing to do.

Development of Volunteer Mentors

12 or more were recruited for this role. Most of these people are or had been involved in stewardship in leadership roles. Some also came out of pilot parish campaigns.
They were originally the Stewardship Council members and now have become the Stewardship Mentoring Think Tank.
They helped directly with parish campaigns to coach parishes, working with the consultants.
They worked closely with the consultants and an assigned parish.

May be useful when the consultants leave to help with the remaining parishes involved in the campaign.

Speakers’ Bureau on GIFT

Coordinated by two volunteers.
15-20 speakers were recruited.
Speakers were given several talking points and assigned to parishes as requested for GIFT talks.

MATERIALS

Developing the Case:  The Case Sub-Committee

Take the time to do it right.
The sub-committee on the case needs to have the right talents and the time to give.

They wrote as a team, and then had two editors, one being the national church’s Director of Communications.

Communications:  The Communications Sub-Committee

Developed video clips (in concert with Anglican Video).
Had a GIFT facebook page and web page.
With staff and consultants, oversaw the design etc. of the booklet that included the case. 

MISCELLANEOUS ASPECTS OF THE CAMPAIGN

Accountability

Parishes get weekly reports.
Four times a year, there are four-page inserts in the diocesan paper on GIFT, outlining the progress and achievements. Stories are central to this section.

Once a month, statistics are sent to all parishes and the money distributed so that the parish mission projects can move forward and be visible.

Synod time allows for updates and celebration.
Ongoing reporting in Crosstalk

Post Campaign

Some parishes will not have finished by the time the consultant contract is finished. There may need to be additional money paid for the consultants to stay on for a few locations, or trained volunteers plus existing staff may be able to handle most of this. 

Follow up after the one year of the campaign’s start will need to be planned, especially but not only for those who gave a one-time gift. There may be new people in the parish who could be approached. (Costs related to this have not been considered in the overall cost.)
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