

EXTERNAL RELATIONS AND ALUMNI ENGAGEMENT COMMITTEE

STRATEGIC PLAN WHITE PAPER

The External Relations and Alumni Engagement Committee met numerous times over a four month period and undertook a journey of self-discovery.  The committee looked at organizational history, its constituents, its purpose, its infrastructure, and its possibilities for the future.  An emphasis was placed on collecting data; assessing strengths, challenges, and opportunities; detailing emerging themes; creating an overarching goal statement for our specific area of focus; developing five strategies for implementation; and creating action steps and outcome metrics to measure progress and success.

Committee Members

The members of the committee include:

Randy Schumaker, Co-Chair / Chair of WKU Foundation Board of Trustees
Mike Simpson, Co-Chair / Chair of CHF Board of Directors

John Paul Blair, Interim Vice President for Philanthropy and Alumni Engagement

Andy Burt, President of HAF Board of Directors

Freddie Higdon, Secretary–WKU Board of Regents

Kim Menke, Vice Chair of WKU Foundation Board of Trustees
Deanna Mills, President of WKU Alumni Association Board of Directors

Donald Smith, President of College Heights Foundation
Carol Wedge, Vice Chair of CHF Board of Directors

Overview
The committee began with an overview of the strategic planning process and began to ask ourselves the fundamental questions of:  where are we now; where do we want to go; how do we get there; who does what, when, where, and how; and how are we doing?

As we began to define our charge, the committee was engaged in the process and many practical benefits of the strategic plan process emerged.  The discussions allowed us to force the big questions, assess our use of resources, energize the participants, update our reasons to be, anticipate our future needs, provide some stretch BHAGS (Big, Hairy, Audacious Goals), and position the institution for success in the future.  
The Committee Charge
The External Relations and Alumni Engagement Committee was tasked to explore four specific areas:
· To make the most of our available resources to create an optimum organization

· To educate and motivate our donors and prospective donors through simplifying the giving process

· To encourage and identify big, bold ideas in the strategic plan to make us a national leader and attract additional philanthropic support for the institution
· To inform and engage all external WKU stakeholders in the collective strategic planning process and in the life of the institution

The committee began to work through these target areas by providing a thorough overview of the background, conducting a SWOT analysis, and detailing emerging themes that allowed us to focus on the specific charge for the committee.

Background
The committee began our discussions by asking ourselves, “Where are we now?”  If we were to simplify the giving process and create an optimum organization, then it was imperative to understand the current composition, structure, and function of all of the various foundations and organizations which are in scope and see if we can find a better or more efficient way to structure these activities.
The group discussed numerous organizations and institutionally related foundations that exist for the primary benefit of Western Kentucky University.  The entities discussed were:

COLLEGE HEIGHTS FOUNDATION

Chartered in 1923, the College Heights Foundation continues as the “Guardian of Trusts” to administer scholarship gifts made to benefit students at Western Kentucky University.  The primary mission of the College Heights Foundation is in the administration of gifts which provide encouragement and assistance through the scholarship and loan programs for worthy and deserving students enrolled at WKU.  CHF is an independent foundation governed by a 12-member Board of Directors.
HILLTOPPER ATHLETIC FOUNDATION

Since 1965, the HAF has served as the financial lifeblood for WKU Athletics helping to fund the overall student-athlete experience. The purposes of the Foundation are to provide the necessary scholarships and other financial assistance to allow as many student athletes as possible the opportunity for an athletic and academic experience at WKU and to further support WKU Athletics through private support and visibility.  HAF is governed by a separate Board of Directors.
OGDEN FOUNDATION

The Ogden Foundation was established in 1927 with assets from Ogden College, a boys’ school founded in 1877 which later merged with WKU.  The Ogden Foundation distributes funds annually to students and faculty of Ogden College for scholarships, special research schools, awards and prizes, and professorships.   The Ogden Foundation is independent of the institution and is governed by a 4-member Board of Directors.
STUDENT LIFE FOUNDATION

In 1999, the WKU Student Life Foundation Inc. was incorporated as a nonprofit, non-affiliated, tax-exempt Kentucky corporation, and granted 501(c)(3) tax-exempt status by the Internal Revenue Service.  Western Kentucky University established the Student Life Foundation to fund and renovate student housing on and around the WKU campus.  The SLF is governed by a separate Board of Directors but utilizes University staff for its functions.    

WESTERN KENTUCKY UNIVERSITY FOUNDATION
Founded in 1993, the Western Kentucky University Foundation exists for the benefit of Western Kentucky University.  To accomplish its mission, the Foundation provides services normally associated with a university related foundation, including but not limited to volunteer leadership, fund solicitation, gift acceptance and acknowledgment, and asset management services.  Accounts are established within the Foundation to allow for funds to be used for capital projects, programmatic endowments, professorships, equipment purchases, travel, or anything that is non-scholarship in nature.  The WKU Foundation is governed by a 24-member Board of Trustees and the staff leadership jointly serves as the Vice President for Philanthropy and Alumni Engagement. 
WKU ALUMNI ASSOCIATION

Chartered in 1913, the Alumni Association exists to engage all members of the WKU Family in the life of the institution.  The Western Kentucky University Alumni Association encourages alumni to develop strong ties with each other and the University through an engaging mix of programs and activities. Currently, more than 110,000 WKU alumni live around the globe. The assets of the WKU Alumni Association are invested with the WKU Foundation.  The Association is considered interdependent because salaries are provided by the University while operational support is provided by the Association.  The Association is governed by a 33 member Board of Directors.  
WKU REAL ESTATE CORPORATION

Created in 1994, the WKU Real Estate Corporation is designed to accept, acquire, manage, and sell real estate designed to benefit the mission of Western Kentucky University or one of its institutionally related foundations.  The corporation is governed by a 4-member Board of Directors.  
WKU RESEARCH FOUNDATION

The Western Kentucky University Research Foundation, Inc. (WKURF) was formed in 1998 to facilitate and expedite scholarly research at WKU. The WKURF became recognized by the Commonwealth of Kentucky in November 1999 and by the IRS as a 501(c)(3) not-for-profit to serve the educational needs of WKU and the community in 2000. The WKURF has become operational as the unaffiliated fiscal agent of most external funds from grants, contracts, and cooperative agreements. It promotes financial flexibility, provides incentives for intellectual property opportunities, provides customized services for contracting with business and industry, and, most importantly, helps WKU to attract and retain quality researchers.
Since there are numerous organizations and institutionally related foundations that serve the institution, we discussed the need for education and coordination to ensure we are maximizing our efforts.  We also realized that appropriate conversation needs to be given on how, or if, new organizations should be created so additional confusion or overlap does not occur in the future.
The committee then also discussed the newly renamed Division of Philanthropy and Alumni Engagement.  The mission of the division is to foster lifelong relationships with WKU’s constituencies through activities designed to honor the WKU Spirit, engage members of the WKU Family in the life of the University, and secure private support to further advance WKU.
The Division of Philanthropy and Alumni Engagement (PAE) advances WKU with leadership, programs, and activities designed to provide:
· Significant and sustained increases in private support;

· Cultivation and stewardship of our alumni and friends;

· Accurate information on our constituents and accounting of all private support;

· Communication with and involvement of WKU alumni and friends into the fabric of WKU;

· An active volunteer base of individuals who are engaged in WKU; and

· An informed alumni base to respond to emerging needs of the institution.

The following offices are funded by the University and a part of the PAE division:

ADVANCEMENT SERVICES
The office is responsible for gift processing and acknowledgment, data entry, management of the alumni/development database, prospect management and research, and report processing.
ALUMNI  ENGAGEMENT
The office is responsible for developing and implementing the alumni relations initiatives for the University which are designed to bring alumni of WKU and the University closer together. Various programs, services and events are conducted to enhance the WKU Spirit and connect alumni with their alma mater.

ANNUAL GIVING
The office is responsible for designing and implementing a comprehensive Annual Fund program by 

fostering lifelong support by educating stakeholders, acquiring new donors, upgrading current

donors, and developing a habit of giving with constituents.  The Annual Fund consists of the 

phonathon, direct mail, personal solicitations for gifts <$10,000, and specialized

fundraising campaigns.

MAJOR GIFTS

The office is responsible for increasing the level of private support through “major gifts” by alumni, friends, corporations and foundations to the University’s academic and educational programs.  WKU’s definition of a “major gift” is greater than $10,000 annually ($50,000 or more on a pledge schedule), immediate or deferred, designated to support current operations and/or endowment.

MARKETING & COMMUNICATIONS 

Responsibilities include all marketing and communication to alumni, donors, and friends of WKU through a variety of channels. Areas of concentration include: WKU SPIRIT print and electronic alumni magazine, interactive marketing (email, social media, and e-newsletters), alumni membership (annual and lifetime) campaigns, stewardship communication initiatives, alumni storytelling that celebrates achievements, affinity partnerships, alumni program and event marketing, overall branding of philanthropic efforts, and the development and maintenance of websites for the Division of Philanthropy and Alumni Engagement.

PLANNED GIVING 

As part of central development, the Planned Giving Office supports members of the University development community in their efforts to raise funds through deferred giving vehicles.  These opportunities include vehicles such as will bequests, IRA or retirement asset designations, charitable remainder trusts, charitable gift annuities, charitable lead trusts, gifts of life insurance, and those involving more complex assets such as real estate, closely held stock, or business interests.

Understanding the current structure of our external outreach efforts was important to then develop a framework on how to create the optimum organization and simplify the giving process going forward.
Findings
After assessing the current situation, collecting data, and having thorough discussions, the committee found these strengths, challenges, and opportunities.

The strengths of the current organizational structure include:
· Good stewards of donated funds
·  The foundations are focused on specific interests or activities (i.e. academics, athletics, scholarships, capital projects, etc.)
· Functional specialization of the various foundations allows for greater stewardship and accountability
· Multiple foundations allow many WKU stakeholders the opportunity to volunteer and engage as board members of the various foundations and utilize their specific talents and areas of expertise
· Broader scope of programs and services aids in greater prospect identification and cultivation
· Significant return on investment for every dollar spent on advancement and the ROI gets distributed to virtually every area of the University

· Proven results through demonstrated metrics since first fundraising campaign was initiated in 1998:


· Raised more than $400 million in private support

· The cost to raise $1 in annual cash flow is less than $.13

· Increased endowment to more than $160 million from $16 million

· Endowed 40 new faculty positions and more than 500 scholarships

· Raised annual support to more than $20 million from $3 million per year

· Increased deferred gift inventory to more than $100 million from $15 million
· The Advancement program has received numerous accolades including the highest overall fundraising awards given from CASE DIII (Southeastern U.S.), CASE Kentucky, and twice being named by CASE International as among the nation’s “Top 30” Development Programs.

The challenges of the current organizational structure include:
· There has not always been a clear separation from the WKU administration when the institutionally related foundations are designed to be independent and governed by an autonomous Board of Directors.

· Without appropriate checks and balances, institutional decisions can be made there are not necessarily in the long term best interest of the Foundation or vice versa.  Foundations exist to provide intergenerational equity and long-term financial stability and endowments must not be eroded for immediate institutional needs.   

· There is a lack of coordination among foundations and functions when some projects and activities cross many boundaries.
· The current structure relies on an ad-hoc system of coordination and collaboration and each of the entities may see advantages by increased communication.

· Multiple foundations and organizations can cause confusion and complicate the giving process with both individual and corporate donors.
· Disparity in spending policies and investment policies can create unwarranted competition among entities and confuse donors and even internal WKU departments in the process.
· The members of the advancement staff are constrained by the pay guidelines of the University.  This has been problematic over the years as it has caused us to be uncompetitive and/or not be able to fill or add positions as necessary.  These vacancies and transitions ultimately cost the institution more because it impacts the ultimate ROI.  
· The Division of Philanthropy and Alumni Engagement is understaffed based on the expected level of activity.  A few measurable indicators to demonstrate this include:

· According to the Lilly Report, the average for Institutional Advancement program funding is 3.8% of the institution’s unrestricted E & G Budget, whereas WKU is currently funded at 1.3%.

· Current salaries are insufficient to retain and attract quality employees.  Our salaries are significantly below the CASE national average and have resulted in significant attrition in fundraising positions

· Eduventures national studies show the number one factor in major gift officer productivity is the support staff ratio.  The national average showed a 1.7:1 ratio whereas WKU is 6:1.

· The CASE average for alumni staffing is 1 alumni employee per 8,000 alumni, and currently WKU is 1 employee per 17,000 alumni
· For institutions with an alumni participation rate higher than 20%, then the average is 1 staff person per 5,431 alumni

· The CASE average expenditures for total institutional advancement programs are $69 per alumni of record.  WKU is currently spending less than $30 per alumnus.

· Annual Fund programs typically invest $8 per record and Alumni Relations spends $14 per record, whereas WKU is currently only spending $2 and $5 per record respectively

· In an annual fund audit conducted by Pursuant, the consultants indicated that WKU fundraising growth is unsustainable and based on our current data they have projected a downward trend if there is not a significant infusion in resources for pipeline building

· The average for campaign budgets, over and above the annual E&G budget, is 5% of the dollars raised.  WKU currently has a minimal campaign budget above our annual operating budget to sustain a significant campaign.
· Benchmark institutions who have conducted $200-$300 million campaigns have more than twice the operating budget and number of personnel comparatively to WKU to accomplish those objectives

Even with the significant challenges, the committee also recognized that there are many opportunities on the horizon and conducted a visioning exercise about an ideal end-state:
· A more optimum organizational structure to improve efficiency and effectiveness

· A professional high-performing organization

· Smooth, effective coordination of activities across all in-scope foundations and organizations

· Appropriate governance process across all in-scope functions
· Independence from institutional mandates to provide autonomy when necessary
· Coordinated communications
· A more donor-centric approach to all operations

· Clear rules for disposition of funds
· Efficiency in point of contact for donors

· Collaboration and coordination, and possibly even consolidation, on spending policies and investment policies to alleviate confusion, streamline efforts, and generate economies of scale
· Enhanced education and streamlining of processes to simplify the giving process

· Consider structures where an “umbrella organization” or exoskeleton could serve as a coordinating body over all of the in-scope activities with some shared leadership and staffing
The analysis of our strengths, challenges, and opportunities enabled the committee to then begin to build a framework for the strategic plan.  
Strategic Plan

Our committee was charged with providing narrowly focused elements to incorporate into the overall strategic plan for Western Kentucky University.  These ideas, goals, and strategies are meant to be conversational as our work is combined with the efforts from other committees to see the detailed themes that emerge.  The following statements helped undergird the plan and guide our work.
Statement of Purpose

As we contemplated the overall impact of external relations and alumni engagement, we believed our purpose was to focus on preserving and building upon the Spirit that makes this institution special by developing relationships with all members of the WKU Family; training an active core of volunteers for the University; assisting with career networking for current students and alumni; empowering alumni and other stakeholders to aid in student recruitment; providing a strong continuing education program to engage alumni and friends in lifelong learning; conducting social and informational events which keep stakeholders involved in University life; growing a donor base to respond to emerging needs of the institution; securing the necessary financial support to advance the institution and its priorities in meaningful ways; and ensuring the financial stability of the institution in perpetuity through effective endowment fundraising and management.
Key Values

The key values guiding our work naturally revolve around the SPIRIT associated with the institution.  These values are fundamental to our success and drive our behavior.
S—serve all members of the WKU Family and the institution with passion and enthusiasm

P—perpetuate the WKU Spirit through developing unique programs, services, and traditions

I—insist that integrity, ethical behavior, trustworthiness, and professionalism guide us
R—respect volunteers, alumni, colleagues, staff, faculty, students, parents, and other partners equally

I—involve all the diverse members of WKU Family in the life of the institution

T—think strategically, proactively, and creatively to enhance the University
Major Underlying Principles and Assumptions

The strategic plan rests on several key principles and expectations:

· The focus of the plan is centered around the five primary strategies and their associated action items and metrics;

· Priorities must be established and guided by the concepts of what can we be the best in the world at doing, what drives our economic engine, and what are we deeply passionate about offering;

· Plan initiatives will be built wherever possible on current programs and services, and growth will be by substitution unless capable of generating new net revenue or additional staff resources;

· This strategic plan emphasizes vision and ideas over the means for implementing them;

· Annual operating plans, tied to annual operating budgets, will be created to enable and guide the implementation of the goals set forth in this plan;

· Staff and empowered volunteers will be organized to support the plan;

· Performance against plan goals will be measured regularly and adjusted accordingly;

· A balance will be maintained between fiscal responsibility and the maximization of programs and services to the members;

· The plan assumes a 5-year horizon for complete implementation;

· Given the changing nature of our constituents, the plan will always be a work in progress in order for it to remain dynamic and responsive to an evolving constituency base;
· Recommendations from the committee are strictly that and must be fully vetted and endorsed by the various organizations to respect their autonomy and individual governance structures.
Overarching Goal Statement

To support the WKU mission by engaging and immersing all members of the WKU Family in the life of the institution; securing philanthropic support to advance the University and fund strategic initiatives; and providing effective endowment management services to ensure it exists in perpetuity.
Strategies

The committee developed the following five strategies to accomplish those objectives:
Strategy 1.
Create an optimum organization by maximizing available resources
Action Items:


· Develop a staffing plan and organizational structure to meet changing demands
· Maintain appropriate separation as independent non-profit organizations who exist to benefit the institution
· Establish a coordinated and centralized structure to create a more effective and efficient organization
· Explore coordinated investment strategies and spending policies to have more standardized performance, create economies of scale, and minimize conflicts  
· Utilize the expertise and experience of alumni, donors, parents, friends, faculty, staff and external organizations to provide greater opportunities for volunteerism, collaboration and strategic partnerships
· Reduce donor confusion through consistent and coordinated efforts for the various philanthropic interests of the institution
· Become a more customer-service focused and donor-centric organization
· Diversify revenue streams to ensure greater financial stability and enhanced capacity
· Add additional staff and operating resources in philanthropy and alumni engagement to be more comparable with benchmarks and maximize potential
· Re-define metrics to promote accountability and effectiveness
Metrics:


· Implementation of a staffing plan and organizational structure to meet changing demands while increasing operational effectiveness and efficiency to maximize philanthropic potential 
· Creation of a network for greater coordination of institutionally related foundations
· More closely aligned investment policies and spending policies
· Generation of direct cost savings from economies of scale and efficiencies
· Greater Return on Investment by decreasing costs and increasing performance
Strategy 2.
Educate all members of the WKU Family on the importance of private support to 

the health and vitality of the institution
Action Items:


· Define the WKU Family and stakeholders as students, parents, alumni, faculty, staff, friends, donors, fans, prospective students, legislators, community partners, and any other entity that has a vested interest in the institution

· Develop informative materials on the various entities and simplify the giving process irrespective of the areas of support

· Implement a more robust marketing program showcasing the importance of private support and highlighting alumni and friends

· Inform stakeholders on the importance of institutionally related foundations to create intergenerational equity at the institution and protect the interests of the donor
· Educate the campus community on how the purpose of the endowment and how the dollars  generated truly impact cash flow at the institution and that gifts designated for specific purposes cannot be realigned to other areas even in the midst of institutional budget cuts

· Utilize existing recognition programs to better educate donors and demonstrate overall impact of their philanthropy

· Conduct select donor events in geographic areas to highlight their private support and the difference it makes at the institution

· Develop philanthropic programs for students and young alumni that lead to their philanthropic participation with the institution

· Educate students from the point of admission to graduation about the anticipatory socialization on what it means to be a Hilltopper

Metrics:


· Number of educational and informational pieces communicated to various stakeholders

· More clear and concise messaging on the giving process and the impact of philanthropy

· Greater awareness and understanding of the philanthropic culture

· Student membership and giving participation rates

· Young Alumni Giving participation rate improvement (currently at 1.8%)

Strategy 3.
Secure philanthropic support to advance the University
Action Items:


· Generate significant and sustained increases in private support for institutional priorities

· Initiate the third comprehensive campaign in the history of the institution to support initiatives outlined in the strategic plan

· Achieve the status of being among the best alumni participation rates in the country for public comprehensive universities

· Create endowed scholarships to recruit and retain students with unmet financial need
· Establish new endowed professorships to attract highly credentialed faculty
· Build operating endowments for departments and programs of distinction to meet emerging priorities
· Grow the deferred gift inventory to create a pipeline of predictable future support

· Facilitate a user-friendly and consistent giving process

· Steward gifts appropriately to ensure donor expectations are exceeded and repeat gifts made
· Focus on donor pipeline development to engage new annual gift donors that progress into major gift donors

Metrics:


· Achieve a successful $250 million + comprehensive campaign

· Increase the combined endowment for the University to $200 million

· Generate $25 million annually in private support for WKU

· Increase President’s Circle membership to 3,000 

· Enhance the deferred gift inventory to $150 million for individuals including WKU in their estate plans

· Achieve a level of 10% alumni participation rate

Strategy 4.
Engage all members of the WKU Family in the life of the institution
Action Items:


· Recruit and involve volunteers in the life of the institution to increase outreach, service, and institutional capacity
· Enhance digital engagement strategies to invite independent acts of engagement with WKU by serving as ambassadors, mentors, networking connections and advocates for WKU. 

· Actively engage all stakeholders in the life of the institution through partnerships with campus programs

· Involve stakeholders as legislative advocates for WKU and higher education in the Commonwealth

· Strengthen the power of the WKU network in key markets by building communities of alumni, donors, parents, students and fans in local communities. 
· Create programs that provide opportunities throughout the entire spectrum of the whole life of the family member “from cradle to grave.”
· Recognize that the WKU experience varies for every individual and ensure we are inclusive in our strategies and representation

· Develop targeted communications and engagement strategies that leverage connections through eras, regions, communities, and affinities

· Target efforts to increase engagement and participation among underrepresented communities
· Implement a comprehensive mentoring program to utilize alumni in improving student retention and placement
· Ensure parents, families, alumni, students, employees, and all other diverse stakeholders are equal partners in the success of every Hilltopper.   
Metrics:


· Recruit and involve 2,500 volunteers in the institution to expand outreach and service

· Enhance the Alumni Engagement Index (17.5%) that tracks engagement through events, contacts, volunteerism, communications, and philanthropy
Strategy 5.
Involve every member of the WKU Family in the enrollment, retention, and 


graduation of every current and future Hilltopper.
Action Items:


· Increase volunteer support for programs that support recruitment, retention, and career placement of students.

· Utilize existing publications to best demonstrate the impact philanthropy is having on the institution, specifically students and their success.  The focus should be on the impact more than the amount given.

· Establish the WKU Promise Scholarship Program as a general pool for donors to contribute to fill gap between tuition  costs and eligible federal  and state aid for those who qualify
· Expand scholarship opportunities for internships and partnerships with business and community partners
· Secure more scholarship support for graduate students to aid with assistantships, stipends, research, and travel
· Establish the WKU Opportunity Fund as a general pool for donors to contribute to retention and graduation persistence
· Establish departmental discretionary funds for academic areas to be able to financially assist with student retention and graduation persistence
· Actively engage legacy students in campus programs and communications to assist with student recruitment efforts  
· Implement a comprehensive mentoring program to utilize alumni in improving student retention and placement
· Develop informative materials and a simplified process for members of the WKU Family to more easily recruit future Hilltoppers
Metrics:


· Increase in overall student enrollment
· Improved retention rates
· Increased graduation rates
Strategy 6.
Communicate the strategic plan, priorities, and progress to external stakeholders
Action Items:

· Develop a comprehensive marketing plan to introduce strategic plan and actively identify ways that stakeholders can actively participate through volunteerism, engagement, and philanthropy.
· Empower alumni to serve as brand ambassadors for WKU and the Alumni Association
· Utilize marketing channels to emphasize institutional priorities and create a more informed and engaged stakeholders
· Create memories and generate stories that bring the WKU Spirit to life
· Create a positive image and awareness of a dynamic and diverse University community
· Provide members of the WKU Family the tools they need to make WKU more visible in their personal and professional lives
· Expand communication efforts to alumni and friends by increasing the frequency and clarity of the messages
· More clearly define what it means to be a Hilltopper and the role every stakeholder plays in student success
Metrics:

· Pre-and post-surveys on strategic plan initiatives and objectives
· Greater awareness and visibility through involvement, inquiries, enrollment, giving to institutional priorities, and news story counts.  
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