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DRAFT,


Statewide Office of Development

University of Alaska

Major Gift Prospect Management and Tracking System

Policies and Procedures

I.  Introduction and Overview

A. Background


Considering the commitment to increasing fundraising results at the University of Alaska, it has become apparent that certain policies and guidelines are needed to coordinate the solicitation of major gift prospects.  As a step towards that end, the Statewide Office of Development will prepare Prospect Management Policies and Procedures for adoption by the President and Chancellors of the University of Alaska.


The procedures outlined will have been prepared as a reaffirmation of generally observed courtesies of collegial conduct, and as an explicit statement of new coordinating guidelines which the MAU’s intensified fundraising will require.


Management of major gift prospects is necessary to achieve campus fundraising goals.  Through an orderly program of prospect identification, cultivation, solicitation and stewardship, major gift activity is both encouraged and increased.  Prospect management assists in the success efforts by coordinating approaches to prospects, with the ultimate benefit of maximizing total contributions to the University of Alaska.

B. Definitions

The statewide Prospect Management and Tracking System (PMATS) concerns cultivation and solicitation of major prospects.  Major gift prospects are defined as those individuals, corporations and foundations targeted for:  1)  asks of gifts of $5000 or more in the form of cash or securities; 2) all deferred gift prospects; 3)  all real estate gift prospects and 4) gifts of equipment valued in excess of $25,000.

C. Scope of Policy

All schools, colleges, departments and programs affiliated with the University of Alaska, including the statewide office of development are subject to PMATS policy and the procedures outlined below for all private fundraising activities.

D. Authority
These procedures, designed to carry out the campus PMATS Policy, recognize the authority of the President:

· To set campus priorities for private fundraising opportunities, and

· To reserve any major gift prospects for cultivation and solicitation for specific fundraising goals.

The Associate Vice President for Development is responsible for implementing these procedures.

II.  PROSPECT MANAGEMENT

A.  Purpose

Management of major prospects is necessary to achieve campus fundraising goals.  Through an orderly program of prospect identification, cultivation, and solicitation, major gift activity is both encouraged and increased.  Prospect management assists in the success of solicitation efforts by coordinating approaches to prospects, with the ultimate benefit of maximizing total contributions to the University of Alaska.

B. Prospect Management System

1. Purpose

The purpose of PMATS is twofold:

1) To provide a mechanism for coordinating approaches to major gift prospects and

2) To endure that all participants have up-to-date and accurate information on interactions with major prospects, whether individuals, corporations or foundations

2. Distribution of Prospect List

The statewide office of development will provide all fundraising units with a roster of names from PMATS.  This roster will be created from all MAU-based development officers who are charged with the task of raising major gifts.  Updated rosters will be distributed on a monthly basis and will contain names of all prospects currently being tracked on the system.  Information contained on rosters is highly confidential and is intended solely for use by development officers, deans and department heads.   Rosters may not be copied or distributed except as authorized by the associate vice president for development.

C. Prospect Manager Responsibilities

Prospect managers are responsible for the following actions to ensure that PMATS is of maximum usefulness to the University of Alaska effort:

· Review the list for accuracy and currency of prospect/unit relationships;

· Review the list for accuracy and currency of prospect information, i.e., spelling, ZIP;

· Request clearance for cultivation and solicitation of specific prospects (procedures follow).

· Develop a strategy for each prospect

· Track each prospect’s relationship with the organization

· Plan contacts or moves for each prospect

· Coordinate and prepare natural partners and primary players

· Execute the plan.  In other words, see that the contacts or moves are made

· Reconfigure the strategy as things go along and refine the plan accordingly

· Finally, coordinate the refined plan and execute the newly formulated moves

III.  CULTIVATION/SOLICITATION OF PROSPECTS

A. Definition

Cultivation describes actions that nurture a relationship between the institution and a prospect – essentially all good-will efforts made with the purpose of increasing that prospect’s knowledge of and ties to the campus.  Cultivation activities include invitation to special events, requests to serve on boards or other volunteer organizations, correspondence, phone calls, visits and other contact between the campus and its representatives and the prospect.

B. Request for Clearance
Schools, colleges, departments or programs whose ultimate goal is a major gift must obtain clearance for each prospect they propose to cultivate/solicit.  Cultivation/solicitation efforts for gift requests of less than $5000 do not require clearance, with the exception of those individuals, corporations and foundations on PMATS.  If a prospect is on PMATS, professional courtesy should be recognized and the prospect manager should be consulted prior to any solicitation.

These procedures recognize that, at times, opportunities for cultivation/solicitation may present themselves in the course of other development activity.  Such contacts as are consistent with campus goals and priorities are appropriate and the staff member involved should notify the moves manager as soon as possible after the occasion.

C. Factors in Clearance for Cultivation/Solicitation

The goal of cultivation/solicitation clearance is to match prospects with university programs and projects that have a reasonable probability of success in major gift solicitation.  Contact assignment is based on a variety of factors, which are considered in evaluating cultivational clearance request and are outlined below:

Individuals

· MAU
· Department or degree of study
· Donor history
· Campus Volunteer activity
· Personal interests and/or relationships
· Defined campus priorities
Corporations and Foundations

· Similarity between MAU activities and programmatic interests of prospect
· Corporation/foundation’s giving criteria and guidelines
· Ties between prospect and MAU (faculty consultants to industry, corporate members of campus advisory boards, employees who are graduates of the MAU, etc.)
· Donor history
· Defined campus priorities
D. Procedures

Development officers who wish to request clearance to cultivate specific prospects should request  clearance and assignment from the statewide development coordinator.  Clearance must be requested PRIOR to the commencement of cultivation.  The coordinator will report back to the DO within three days on the status of the request.

E. Prospect Manager

1. Definition and Role

Prospects are assigned to managers by the University of Alaska associate vice president for development in consultation with the relevant parties.  The prospect manager’s role is to coordinate contact with a major prospect and to serve as a conduit for information regarding that prospect.  Prospect managers may be school/college/department/program/MAU development officers, statewide development staff members or other campus representatives.

2. Multiple Interest Affiliations

It is very common for major donor prospects to have multiple affiliations on or between campus(es).  PMATS procedures recognize the likelihood that several units may have a strong basis fro requesting cultivation clearance.

It is desirable but not always realistic to assign only one prospect manager, especially where there are strong relationships between several units and a prospect.  In some cases, it may be apparent that a particular unit best positioned to solicit the prospect and therefore serve as prospect manager.  In other cases, it might be appropriate for more than one solicitation to be occurring simultaneously and more than one prospect manager will be assigned.  When multiple assignments are appropriate, the development staff involved will confer with each other and with the associate vice president for development regarding solicitation activities.

F. Prospect Manager Responsibilities

1.  All prospect managers involved in cultivation and solicitation are responsible for providing timely information on PMATS on any contact with or regarding a prospect.  Prospect managers should report any change in status in a major gift solicitation, whether the outcome is successful, unsuccessful, or unresolved.

2.  If exploratory contact indicates that a prospect is not a viable candidate for a particular unit, the prospect manager should request that the prospect be evaluated for reassignment.

3. PMATS policy is binding for all fundraising activity particularly where major solicitations are involved.  Prospect managers should convey the essence of this clearance policy to faculty, staff and volunteers working with major prospects in order to avoid unauthorized but well-meaning solicitation efforts.

G. Status

All prospects on PMATS will be tracked by status to allow prospect managers to quickly determine the prospect’s relationship with the University of Alaska.  The status is defined as the stage the prospect is at in relation to the timeline of the anticipated ask.  Prospect managers are responsible for continually reviewing and modifying the status.


It is imperative that major gift prospects are actively moved toward a gift.  The status of a prospect should change regularly reflecting ongoing cultivation/solicitation.  Each status will have a time limitation assigned to it thereby allowing the prospect manager to ensure that the prospect is being contacted in a productive manner.

Status Codes and Their Meanings (also see grid in Appendix A)

0 = not a major gift prospect.  This code signifies that the prospect is highly unlikely to ever make a single gift of $10,000 or more to the UA, or is deceased.  All living prospects in the “0” category should be rated.  Prospects who are qualified to make gifts below the major gift category should be assigned a dollar rating, unless there is no possibility of a gift above the PC level.  In that case, A0 ($0) is the appropriate code.  Prospects who are rated A0 must have an accompanying contact report on the system as to why the prospect was disqualified; prospect lists will exclude A0 prospects.  Those at the President’s Circle level should be rated accordingly.  See Section IV: Prospect Ratings and Ask Amounts.  

The common scenario for prospects coded “0” is that they may remain in the “0” category forever.  Due to changing circumstances; however, it may be determined later that not only does the prospect have the interest but also the capability to make a major gift to UI.  In that case, a code of “2” or higher will be applied.  

Prospects will be coded with the user ID of the person who disqualified the prospect.  A contact report explaining the disqualification must be entered on the system.  
EXAMPLE: After a discovery visit, the prospect is disqualified as a major gift donor.  The development officer making this determination will enter a contact report in AMACONT, code it as a “Discovery” move and summarize the basis of the disqualification in the “Call Report” field.

Then the officer will direct the systems administrator to update the status field in AMAINFO with a “0,” and the appropriate dollar rating.  

1 = Prospect Identified.  Indicates that the constituent has been identified as a prospect but has not yet been assessed (qualified) to determine both interest in the university and philanthropic potential.

Prospects with a status code of “1” generally are unmet alumni or friends who have been identified but not yet qualified through staff contact.  Required fields within AMAINFO will be filled with default codes (see Section VIII for details).  

a.
Discovery visits occur from this group of prospects.  Following the visit, assignment of the prospect can be retained by the development officer who made the discovery call, OR can be transferred to another officer as appropriate, OR can be placed in the “unclaimed” pool (identified by the coding NA/Erne).  A contact report must be entered by the qualifying development officer, and said officer must notify the systems administrator of proposed changes.  For more information on discovery visits, see Section VII.C.

2 = Prospect Qualified.  Indicates that a UI staff person has confirmed the constituent’s interest in UI and capacity to make a gift.  (Typically, this determination occurs as the result of a discovery visit.)  At this point, the development officer must alert the systems administrator to update the status, dollar rating, assignment, and project code.  Coding will change over the cultivation/solicitation cycle.

Prospects with a Status code of  “2” are formally evaluated on an annual basis.

3 = Cultivation.  After a prospect has been qualified, the next contact should be for the purpose of cultivating him/her for a gift.  

Cultivation is a time of relationship-building and of educating/updating the prospect about the university.  During this time, formal strategies are developed and discussed at prospect management meetings.  Field research also occurs, which may involve volunteers, friends, faculty/staff, etc.  Personal contact is arranged; the purpose of the visit(s) is to establish relationships with key UI leaders and volunteers.

Prospects at level “3” should not have NR (not rated) dollar ratings.  Development officer (s) must provide at least an estimated giving rating when updating the status to level “3.”  Additionally, contact should be made at least quarterly.

Prospects with a Status code of “3” are formally evaluated on an annual basis.

4 = Intense Cultivation.  This is the most active and focused phase of cultivation.  This occurs when the development officer has “bridged” the relationship-building phase to the gift cultivation phase.  Contacts now include a focused discussion of the university’s or school’s needs and the impact of giving. Additional research, to help target an ask amount, may be requested.  


At this point, personal contact is occurring frequently (monthly).  Volunteers may have been identified or are being recruited for assistance in soliciting the prospect.  A project(s) has been identified and solicitation is imminent.  Both frequent contact and an imminent solicitation schedule (within 6 months) must be in place before upgrading the prospect to level “4.”  When an upgrade is requested, the development officer should provide an estimated ask amount (total and per project), the date by which the ask will be made, and the project(s) for which support will be requested.  (The systems administrator will enter this data into AMAPROP to populate the gift expectancies report.)  

Prospects with a Status code of “4” are evaluated monthly.


5 = Solicited.  This code indicates that a solicitation has been made.  The ask may have been made orally or may have included a written proposal.  In either case, the prospect has been asked specifically to make a gift.

The development officer must confirm the ask amount (total and per project), the date the ask was made, the date the solicitation is expected to close, and the project(s) for which support was requested.  Written documentation, may include either a copy of the written proposal or the follow-up letter, must be received by the systems administrator before Banner is updated.  (The systems administrator will update this data in AMAPROP.)  

NOTE:  Prospects at status level “4” and “5” constitute the gift expectancy report.  This report is generated monthly to illustrate the amount of existing solicitations (5’s) and imminent solicitations (4’s).

Prospects with a Status code of “5” are evaluated monthly.

6 = Temporary Stewardship.  Used only for a constituent who has just made a major gift to the university and who is not expected to be solicited for another major gift soon.  The status code may remain a “6” until the donor has completed a long-term pledge.

Prospects with a Status code of “6” are evaluated semi-annually.

7 = Permanent Stewardship. This code is reserved for prospects/donors who have made their ultimate gift to the UI Foundation and it is considered highly unlikely that any additional major gifts will be solicited.  Prospects in this category are generally planned giving donors.  While contact will continue for stewardship reasons, these constituents are not in active cultivation for future commitments.

Prospects with a Status code of  “7” are evaluated annually.

H. Exceptions

If a major gift prospect who is on PMATS approaches a unit with the intent of making a major gift, the staff member involved should notify the AVP for development at once.  The AVP will advise other prospect managers engaged in cultivation of the prospect to defer further activity until all concerned parties can meet to discuss the donor’s wishes and campus strategies.

I. Multiple Affiliations and Conflict Resolution

Where multiple MAUs have a significant affiliation with the prospect, all affected units will be advised by the AVP for development if solicitation approval has been requested by one of the Development Officers.  If any officer objects to a proposed solicitation by another officer, the affected parties will contact the AVP to seek resolution.  If the AVP and the involved directors cannot come to a resolution, the clearance decision will be made by the Vice President for University Relations in concert with the AVP and the affected officers.  At this time it is recommended that the appropriate chancellors be advised of the conflict.  

J. Denial of Clearance

Requests for solicitation clearance may be denied in cases where the request clearly is not suitable for the prospect, where the prospect has been cleared for another unit, or where the request is outside institutional priorities.  In all cases, reasons for denial will be fully explained.  If an officer seeking clearance has been denied but still feels that a case can be made for an approach, the clearance decision may be reviewed.  Review of decisions should be based on specific written information submitted to the AVP.

IV. DONOR RELATIONS AND RE-SOLICITATION

A. Purpose

After a successful major solicitation has taken place, prospects that shall be continued on PMATS with the same prospect manager for the purpose of donor relations and stewardship.  Further solicitation may not be attempted unless clearance is once again obtained.  Major donors are thus shielded from over-solicitation and are on file for donor appreciation and stewardship activities.

B. Re-solicitation

If further solicitation is anticipated, either by the beneficiary unit or by another unit, clearance must be obtained through regular procedures.  In addition to the factors outlined in Section IV, approval to resolicit will depend on a reasonable assessment of the donor’s capacity to give additional major gifts and probably reception to multiple campus requests.  Timing of subsequent solicitations will also depend on the pay-out schedule of the previous gift, and whether it is to be completed in a single year or over several years.  Clearly, some donors would not be prejudiced by renewed solicitation activity, while others could be alienated.  Prospect management procedures will support efforts dedicated to preserving the good-will of major donors as well as those designed to increase the fruitfulness of established donor relationships.

Glossary

Donor Relations  
The policy and practice of recognizing gifts, first through immediate acknowledgement by card or letter, and subsequently through personalized notes, personal expressions of appreciation directly to donors, and in other appropriate ways.

Focus
Proposed use of the gift money, i.e. Fathauer Endowed History Chair

Major Gift 

Prospects
Individuals, corporations and foundations believed to have the capacity of making gifts of cash or securities equaling $5000 or more annually to the UA Foundation, all deferred gift prospects, all real estate gifts and gifts of equipment valued at $25,000 or more

PMATS
Prospect Management and Tracking System

Prospect Manager
A University of Alaska development staff member who coordinates contact with an identified major gift prospect and serves as a conduit for information regarding that prospect

Status
The stage the prospect is at as it relates to the timeline of the anticipated ask

Stewardship
The practice of maintaining contact with donors when the donor is not actively being solicited for an additional gift, i.e., follow-up reports, invitations to appropriate events, birthday cards, etc.

Team Member
A University faculty or staff member or a volunteer who, working under the direction of a prospect manager, is actively involved I the cultivation and solicitation of a major gift prospect.

Moves Management

A useful tool in major gift fundraising

Adapted from The Artful Journey – Cultivating and Soliciting Major Gifts By William J. Sturtevant as well as from the Institute for Charitable Giving which holds the trademark for “Moves Management”

Moves Management involves managing a series of steps (moves) with identified prospects (the 10 percent who can give 90 percent), the number and type of steps depending upon the individual involved, such that each prospect is moved from attention to interest to desire to action (AIDA) and then back to interest until he or she has given everything they will or can to your organization.

Moves Management provides an organized, systematic approach toward cultivating our greatest supporters – By employing and practicing Moves Management, we assure our strongest prospects a consistent and thoughtful approach from the University of Alaska.

A sound moves management system acknowledges the fact that major gift fundraising is highly personal – 90% of the gifts come from 10% of the givers – or, as is nationally emerging, 95% of the gifts come from 5% of the givers.

Moves Management is Nurture Fundraising – There is no other way to secure major gifts than through personal involvement, cultivation and solicitation.  If we could secure major gifts through the mail or over the telephone, we would surely do so.

Moves Management is the best way to secure major gifts – This personalizes the development process by physically and psychologically getting in front of prospects.

Moves Management acknowledges that we must take our prospects one at a time - 

You must take each prospect of your highest level prospects one at a time and develop strategies which are appropriate to the individual.  This is the staring point for the implementation of Prospect Management.  There is no way to generically differentiate major gift prospects.  Broad demographics and psychographics work nicely in mass marketing – it is not vital to be highly personalized for a $50 contribution, but we must be completely focused on a particular donor with a $1 million appeal.

Moves Management - Considering Others

Moves Management tells us to take each of our best prospects and consider first the others we need to involve in the relationship building process.  For each prospect, we need to identify the following individuals:

Natural Partners – These are the people who have a natural relationship with a given prospect and can tell you what kind of contacts would be best.  Natural partners assist you in building the needed relationships and help you develop the strategies.  Whenever we are confronted with a new prospect who has significant potential, we ask, “Who knows this person?”  We are looking for natural partners.  With a given prospects you should think in terms of current donors, board members, friends and volunteers who might know him or her.  You can also consider staff members such as doctors, professors and curators.  Why are natural partners important?  There are three basic things we ask our natural partners to do. 

1. Provide information so we can develop a strategy.  We need a strategy to approach our highest level prospects.  We must have a plan, and some tactics at our disposal.  For some of our best prospects, there would be no way to even get in front of them without such a strategy or without the direct assistance of a natural partner.

2. We ask natural partners to assist in cultivation.  Most volunteers enjoy being involved in the cultivation process, especially when it’s well done.  A wonderful byproduct is the fact that oftentimes those natural partners are being cultivated at the same time.  Many of your natural partners will also be among your 10% who can give 90%

3. You may ask a natural partner to assist in the solicitation (further down the road).  Rarely does one discuss solicitation early in the strategy development stage.

These natural partners (NP) are centers of influence for your prospect.  You will usually have at least one NP for a given prospect, but don’t give up if there is no one currently to be found.

Primary Player – The Primary Player (PP) is the NP who is in the best position to advance the relationship between a prospect and the university.  Think in terms of leverage.  The PP is the person most difficult to say no to, whether for an invitation to a cultivation event or in response to a gift solicitation.  There may be more than one NP, but you normally want to search for someone who stands out as having significant leverage as the PP.

Moves (Prospect)  Manager – This is the fundraiser who works with the NP, monitors the institution’s progress with a given prospect, and ensures that the organization maintains sufficient and appropriate contacts.  Only fundraisers should be Moves Managers, not volunteers or administrative leaders.

Responsibilities of the Moves (Prospect) Manager:

· Develop a strategy for each prospect

· Track each prospect’s relationship with the organization

· Plan contacts or moves for each prospect

· Coordinate and prepare natural partners and primary players

· Execute the plan.  In other words, see that the contacts or moves are made

· Reconfigure the strategy as things go along and refine the plan accordingly

· Finally, coordinate the refined plan and execute the newly formulated moves

What are Moves?

· Most moves represent cultivational steps.  With the annual fund, all moves are solicitations, but in major gift fundraising, most of our activities can be described as cultivation.  Every now and then, a move is a solicitation, but most of our contacts can be described as “mission directed” cultivation.

· In setting cultivational objectives, determine prior to each call, the best possible outcome and the minimum acceptable outcome.

· Review the key points to be covered during the cultivational call

· List a small number of benefits generated by programs/projects which you believe will appeal to the prospect.

· Determine what you will ask the prospect to do, agree to or react to.  In other words, determine what you want by way of resolution or next step in the process

· List anticipated questions and your responses to them

· To be effective, a move must penetrate the consciousness of the prospect regarding the organization or a giving opportunity.  Conversely, the fundraiser must learn something about the prospect and the possible giving opportunity.  Cultivation must be in accordance to a plan and be mission directed.

· A move can be made via telephone, letter or personal visit as long as it is an effective move.

· It is recommended that for our best prospects, one planned move per month occur, or twelve per year.

Moves Management

Getting Started

I. Assignments

A. Staff Assignments - All qualified, major gift prospects are assigned to a moves manager (moves manager or discovery visit manager).  

1. Development officers maintaining existing relationships with prospects are coded as moves managers (MM).

2. Development officers who wish to make contact with an individual or business that is not currently identified as a prospect in the [Raiser’s Edge] system, should bring the name to the next prospect management meeting or circulate the name(s) via a broadcast email for clearance prior to any contact.  [Allow 2-3 days response time on email requests due to travel schedules of other managers.]

a) If no conflicts occur, then the person who initially requested the assignment will be identified as the discovery visit manager (DV) until the prospect is claimed.  (Also see Sections III.C. 1a. and VII.C.)

b) Conflicts will be resolved in a meeting among the managers involved and the associate vice president for development.  The meeting will determine prospect strategy and moves manager assignment.  

3. Key components that determine who will manage the prospect’s activities are:


*History of cultivation

--contact with university

--relationship with campus community


*History of giving


*Projected interest in the university


*Solicitation readiness

4.  The spouse of a prospect must also be activated to avoid two different moves managers ‘working’ the same couple.  Assignments are made using an SP code and the user ID of the development officer who is the manager noted on the primary record.

a) Spouse records will not be assigned when the primary prospect has been coded with an NA (not assigned).  Activation will take place when the primary record has been assigned.

b) Generally, the primary record is assigned to the man if both the husband the wife are alumni.  The wife’s record is considered primary when she is the alumnus and the husband is not, unless otherwise specifically requested.  If neither member of the couple is an alumnus, then the primary record will be assigned to the male, unless otherwise specifically requested.
5. A development officer(s), who for various reasons has a significant relationship with a prospect but who is not maintaining the primary contact, can be assigned as a natural partner (NP).  A NP assumes some responsibility in building the relationship between the UI and the prospect with the ultimate goal of soliciting a gift.  A personal relationship is not grounds for NP assignment.
6. Clearance must be obtained from the Moves (Prospect)  Manager prior to contacting a prospect assigned to someone else.

Moves Management

Nuts and Bolts
1. Select 10 to 25 of your best prospects.

2. Create a file on each prospect and collect easy-to-access research.  (Don’t get trapped by into delaying a visit while waiting for research.)

3. Identify natural partners.

4. Consult (confidentially) with your NPs.

5. Preliminarily, select a primary player for each prospect.  You can skip this step if you draw a complete blank, but do your best to come up with someone.

6. Preliminarily, develop a strategy for ache prospect and establish gift objectives as to both amount and opportunity.

7. Plan your next five to ten moves for each prospect.

8. Implement the moves for each prospect, and after each move, do the following:

· Review and record what has transpired.  Do your call reports, however brief.

· Refine your strategy and gift objectives as appropriate.

· Fine tune the planning for your next move.  The information from the call you just made will be fresh in your mind.

9. At year end, or the beginning of the year if it is more convenient, review the status of each prospect, refine your strategy and objectives, and plan the next five to ten moves.  When planning your moves you can use a calendar charting system, an automatic tickler system, your personal calendar, or whatever method works best for you.

10. At year end or the beginning of the year, add and delete prospects from your list as appropriate.

