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A SOUND INVESTMENT:
Expanding the Cradle of Liberty Council
 Development Department

Vision
Cradle of Liberty Council, BSA (COLBSA) stakeholders will embrace a Culture of Philanthropy, and the Council will be a recognized leader among sophisticated non-profits in the Greater Philadelphia Area, excelling in annual fundraising, major gift cultivation, special events and donor stewardship. 
Opportunity
Council leadership has made recent strategic investments in increasing staff resources among various departments. The Development Department has consistently shown a positive multiple return on salary investments, and has outpaced market-driven endowment returns. Forecasts project $6 Trillion in assets will transition to younger generations in the next 30 years — the largest generational transfer of wealth in history[endnoteRef:1].  Our window to cultivate Scouting’s older high-net-worth alumni is closing in step with this transition.  [1:  Wealth-X and NFP Family Wealth Transfers Report, http://www.wealthx.com/wp-content/uploads/2015/01/WealthX_NFP_FamilyWealthTransfersReport-2014.pdf] 

[bookmark: _GoBack]Council leadership must make strategic and calculated investments to expand and diversify the Development Team to capitalize on this opportunity as well as the opportunities presented by the recent national membership standards policy change. Presently, our staffing strategy prioritizes annual campaigns and the needs of individual staff members over capitalizing on opportunity in the marketplace.
The investments called for in this plan are bold and represent the full build out needed to sustain annual alumni engagement and grass-root campaigns as well as generating meaningful major gifts. The implementation timeline and scale is likely to be impacted by the upcoming Capital Campaign and management’s capacity to hire, coach and empower this scaling. It would be appropriate to consider these factors in staging this expansion.
Executive Summary
· We are proposing to build capacity by a phased in hiring of three dedicated Major Gift Officers, a full-time Director of Foundation Relations and a Prospect Research Analyst at an initial cost of $140,000-$150,000 in salaries and benefits in 2016, a cost of $215,000 in 2017 and a fully-matured cost of $270,000 in 2018 at the completion of Phase 1 implementation.
· Infrastructure needs including Blackbaud CRM functionality, office space and expense account budget/guidelines will be established prior to a group onboarding of Major Gift Officers this summer. 
· First six months following expansion would be dedicated to rolling out a Culture of Philanthropy. We will train all development staff together, fostering a new spirit and strategy for development.
Near-Term Goals include:
· Marginal increases in support to special events, annual campaigns and foundations
· $50,000 per year in new secured planned gift commitments per Major Gift Officer
· A coherent and consistent alumni engagement strategy that addresses all segments 
5-Year Mid-Term Goals include:
· 100% increase in annual major gifts
· 5% increase in special event revenue
· 50-fold increase in planned gifts to the Council
· Staff investment is self-perpetuating and poised to secure transformational resources
· More than 25% of Council alumni identify as being engaged in Scouting’s mission
20-Year Long-Term Goal:
· Council Endowment surpasses $100 million, spinning off $4 million in annual operating support to ensure vibrant programs for generations to come
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The present model has consistently yielded results 3 to 5 times the investment in staff salaries. The department’s primary driver continues to be special events, which generated $1,302,944 in gross income for the Council in 2015, with a total corresponding salary investment of roughly $132,000 
(Note: This figure is a mean of the salary of three different professionals who held two Events positions in 2015).
COLBSA presently has one part-time Grants and Foundations Director and employed a contract grant writer in 2013 and 2014. This single staffer is tasked with a considerable load: identifying, researching and applying to funding opportunities from more than 50 foundations and other grant-making organizations. The staff member manages periodic reporting requirements for each of these funders, and administers complex, time-consuming surveys and qualitative interviews to generate specific outcome metrics that cannot be gleaned from standard BSA reporting tools. The staff member is also the only dedicated Major Gifts Officer for the Council. COLBSA recorded only $25,000 in non-designated Major Gifts in 2015, a missed opportunity that could be improved upon with increased staff resources.
The supporting staff of the COLBSA Development Department consists of two hourly professionals who facilitate all of the Council development campaigns, including Field-run Friends of Scouting. The Development Associate leads the United Way and Combined Federal Campaigns, Matching Gifts, Direct Mail and the Leadership Campaign. Collectively, these campaigns generated more than $132,000 in revenue to the Council in 2015. Additionally, the associate provides logistical support to 12 special events, 12 District FOS Campaigns and various special projects in addition to providing leadership to the Development Clerk. The Development Clerk is the only member of the staff who is not directly responsible for any campaign. The Clerk accurately records every pledge and payment received by COLBSA, maintains and updates records in the CRM for all campaigns in the Council and supports mailings and various forms of outreach directly.
Key Observations of Current Structure
· There is little capacity for cultivating major gift prospects
· Present demands on staff resources constrain or hamper capacity to research prospects
· Current model structurally embeds a precarious reliance on market-dependent, volatile special events
· Development Support staff are heavily burdened by Field Staff FOS Campaigns, whereas, the Field Staff already benefits from three other dedicated support staff members who seldom interact with Development Team initiatives
· Every member of the team, with the exception of the Development Clerk, consistently generates returns on their salary, ranging from 3-5 times their salary
· Alumni Engagement and Donor Stewardship are afterthoughts and inconsistent
· The structure is flat, leaving little or no advancement opportunities creating gaps in institutional knowledge when staff leave COLBSA to advance
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New Positions
Major Gift Officers

As previously identified, the COLBSA Development Team lacks the bandwidth needed to diligently pursue and cultivate major gifts. The introduction of the Blackbaud CRM platform this spring will underpin the work and results of a disciplined major gift campaign. 
Each Major Gift Officer would be assigned a focus area of prospects that would best align with his or her background and experience in Scouting. With 22,000 alumni, 5,000 volunteers and hundreds of annual contributors to the Council’s annual campaigns and special events, these officers would each be tasked with an evolving list of 75-100 prospects.  
Phase 1 Investment: Full Time Major Gift Officer – Alumni Engagement
The initial major gifts officer (Alumni Engagement) would support key alumni stewardship and donor relations functions that are presently inconsistent or absent from COLBSA, in conjunction with directly managing relationships with his or her list of prospects. This officer would instantly provide value to the organization by creating a single point of convergence for alumni engagement strategies. 
The Alumni Engagement Officer would assume responsibility for the Council’s annual Eagle Dinner and be tasked with increasing annual sponsorships from $35,000 to more than $50,000 in sustainable annual vocational sponsors to support the mentor process of the dinner. Additionally, this officer would be focused on implementing an annual campaign among “graduating” Eagle Scout Alumni similar to those in place are area prep schools. These modest gifts will introduce alumni to the mission of Scouting and engage them in giving back. 
Potential Future Investment (2020): Full Time Major Gift Officers – Red Jackets, Captains
After building our capacity to engage alumni, a second Major Gift Officer (Red Jackets) would begin to cultivate rank-and-file Scouters who are deeply and personally committed to the organization’s mission. An ideal candidate might be a successful Eagle Scout who can articulate and personify the legacy they would like to leave for the organization.
The Finance Pillar Task Force unanimously recommended that Council place considerable focus on securing and educating stakeholders on legacy giving vehicles and endowment contributions. This Major Gift Officer would be chiefly responsible for lending leadership to this effort and creating the campaign to support it. 
The final Major Gift Officer (Captains) would draw his or her prospects chiefly from the Council’s existing major givers, prospects and their peers. Many of these high-net-worth individuals are sophisticated philanthropists and have made transformative gifts. 
All Major Gift Officers will be cross-trained in various major giving vehicles including planned giving, capital and program support. Benchmarks for prospect contacts, donor visits and other cultivation activities will be logged in the Blackbaud CRM moves management program. 
The median salary for Major Gift Officers in Philadelphia in 2015 ranged between $63,000-$72,000. The most seasoned Major Gift Officer will work with the “Captains.” The other two positions could be less tenured or recent college graduates who have a hospitality or sales background or interest. The annual salary and benefits for all three positions is an estimated $160,000. The Council could continue to operate with the Scout Executive, Deputy Scout Executive and Director of Development sharing the load of the “Captains” prospects while we scale up if cost is prohibitive. 
Other factors to consider include: Timing of the Capital Campaign, the ability to identify, hire, train and manage this many major gift officers simultaneously.  Expense Accounts, Office Accommodations and Gift Acceptance Policies. See appendix for full illustration of salary and benefits.
Phase 1 Investment: Full Time Development Director – Foundation Relations
Relationships are at the heart of all giving regardless of the vehicle that facilitates the philanthropy. Presently, staff resources confine all grant and foundation cultivation to fewer than 27 hours per week in the Council. Presently, priority is rightly assigned to meeting the basic requirements of the application and reporting process outlined by funders, leaving little time for outreach and expansion. 
To identify, court and capitalize on new sources of foundational funding – including the management of the Council’s return to partner status with the United Way of Greater Philadelphia and Southern New Jersey – we require a full-time exempt officer who is committed to developing relationships with trustees and uncovering and communicating outcomes that transcend minimum reporting requirements. 
Hiring for this position will be time intensive given recent experience development candidate searches. Enthusiasm for explosive growth in foundations in 2017 must also be tempered by functional barriers that are unavoidable. For example, most foundation application deadlines occur before May 1. This creates a very compressed timeframe for the new staff member to be on boarded in the fall of 2016, research and acquire entirely new relationships with targets and apply successfully in the first quarter of 2017. The bulk of growth projected in the lower-bound campaign benchmarks will be driven by improvements in reporting outcomes resulting in growth from existing funders and the United Way.
The median salary for a Foundation Relation Director in Philadelphia in 2015 ranged between $111,562-$168,713 in 2015. This range is high and broad as many directors of foundation relations occupy a more senior position within institutions due to many institution’s reliance on government funding or single-source funding. We submit that this is a position that can be groomed, so an initial starting salary of between $50,000-62,000 for a qualified professional with a writing background would be appropriate. An ideal candidate would be a trained journalist or communications professional who has demonstrated success with research, writing, relationship building and storytelling. 
Phase 1 Investment: Prospect Research Analyst
This position would represent an immediate return on investment. Presently, each COLBSA Development Officer operates with a high degree of autonomy with the support of the Development Associate. A dedicated analysist proficient in writing would expand the department’s ability to identify and apply to foundations, prospect for honorees and event sponsors, and sharpen our focus on identifying and courting major gifts. 
Ideally, two of these positions would be created to ensure one person is not overwhelmed serving the whole development team. These staff members will also become key to stemming the organizational threat of losing institutional knowledge to staff transition, and would make the department structure one where upward mobility was possible. 
Salary scales range wildly for this jack-of-all-trades position, but this position could likely be added with a minimal salary investment of $35,000-$42,000, depending on experience. 
Other factors to consider include: Inevitable conversion of more than 25,000 records from ScoutNet to Blackbaud in 2016, and the need to hire hourly temps to help eliminate at least 900 known duplicative records.
Funding
It would be overly optimistic to anticipate hiring all five positions called for in this plan by July 1, 2016 based on management’s recent experience in hiring qualified development staff.  Therefore it is likely that the anticipated actual salary and benefits realized in 2016 would outperform the anticipated $109,374 shown in the attached salary illustration. This leaves a significant “cushion” between the unbudgeted Psalm 103 Foundation gift, $450,000 and the expenses incurred by this expansion in 2016. 
Management anticipates that the Templeton Family will make a determination of its 2017 funding in the fall in conjunction with the standard budget building process led by the Finance Committee. This would create a natural control point for discussion and evaluation. 
Most of the immediate returns shown on the attached appendix will be driven by hiring the initial analyst, major gift officer and director of foundation relations positions as each position is less reliant on cultivating cold alumni to fruition than the secondary “Red Jacket” and “Captain” officers. This, combined with the forecast United Way allocation, makes their Return on Investment Ratio higher in the first three years. 
Should funding from the Psalm 103 Foundation become insufficient to fund this expansion in the near term, borrowing against the endowment would provide a hedge. A dedicated focus on securing James E. West contributions and creating stewardship plans for legacy giving should provide a counterweight to any withdrawal from the endowment which might need to be utilized as a bridge to a self-sufficient program. 
As shown in the illustration, we would manage towards securing $60,000 in unrestricted endowment gifts by the end of fiscal year 2017. This $60,000 in unrestricted endowment principal could be tapped to sustain the buildout until it matures in year 3 if the board feels this is a sound investment. 
Conclusion
Legacy is the essence of philanthropy. Spoken or unspoken, a donor’s gift carries the implicit promise of a world that better reflects his or her hope for the future. In life, Dr. John M. Templeton, Jr.’s philanthropic pursuits centered on addressing society’s transcendent questions. His passing and thoughtful provisions must now serve as both a firm reminder and the catalyst for the Council to reach for its vision of empowering young people. The Greatest Generation is committed to leaving the world better than it found it. Research has uniquely qualified Scouting to propagate that future. It’s clear, in this vanishing moment that the best investment Scouting can make of this precious investment is to expand our ability to connect others with the prospect of realizing their legacy. 
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