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Introduction
In October 2012, The Presidio Trust retained CCS to conduct a Feasibility and Planning Study in
advance of focused efforts to establish a National Center for Service and Innovative Leadership at
Fort Scott. The purpose of the study was to evaluate fundraising potential for a $150 million capital
campaign effort. Since the interviews were completed, several transitions happened within the
leadership of the project, and the name was changed to The Presidio Institute. For ease, we have
referred to the project as The Presidio Institute throughout this document, though the discussions
were centered around the NCSIL and Fort Scott.
Over the course of the study, study materials and tools were developed; 32 interviews were
completed; interview results were evaluated; and the content of this report was developed.
The primary objective of the study was to test The Presidio Institute’s potential to raise $150 million
in a comprehensive fundraising campaign. In addition, constituent responses could be used to craft
the most compelling case for support and help design the most appropriate campaign plan and
timetable for The Presidio Institute to reach its fundraising goals.
During the study, CCS conducted strategic discussions with board members, council members,
community leaders and key constituents. The conversations aimed to achieve the following:










Assess perceptions about The Presidio Trust and The Presidio Institute.
Inform participants about The Presidio Institute’s plans and financial needs.
Determine reactions and gather advice concerning the project.
Test a financial objective of $150 million.
Identify, educate and cultivate potential leaders and major donors.
Test the willingness of participants to lead, serve, visit others, open new doors and provide
financial support.
Identify potential issues and obstacles to success.
Provide The Presidio Institute with recommendations to help it define and achieve success.
Provide The Presidio Institute with fundraising recommendations.
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Though the study was not designed to answer the question of whether The Presidio Trust should shift
the way it fundraises – currently, via a partner relationship with the Golden Gate National Parks
Conservancy – the question came up in multiple conversations with board and staff. We have
provided preliminary recommendations on how to address this question.

Study Process Overview
Interview request letters and background statements were mailed to 40 prospective participants.
The Presidio Institute staff made follow-up phone calls and emails to schedule interviews with CCS
Managing Director Rick Happy, Corporate Vice President Bridget Keane, and Associate Director
Hannah Yaritz. The Presidio Institute staff was diligent and organized in performing their study
obligations.
Upon the arrival of Greg Werkheiser as Executive Director, interview activity was delayed as
Mr. Werkheiser became oriented to his new role and assessed the current state of the organization.
During that time, the case for support was refined, and Mr. Werkheiser augmented the list of
interviewees with prospects who might add pertinent insights to the study process. CCS also
engaged in multiple conversations with administrative leadership to better understand the true
nature of The Presidio Institute and how it relates to The Presidio Trust and to a potential
philanthropic community. When activity resumed, a total of 32 personal interviews were conducted.
We were pleased with the amount of feedback and information gathered from our completed
interviews; however, the composition of the list of interviewees was weighted heavily towards those
with programmatic insights and interests as opposed to true philanthropic prospects. The results
provide all-encompassing viewpoints, and we feel confident the study process was successful and
achieved its objectives.
To achieve its outlined objectives, CCS developed several tools to be used in conducting the
feasibility study. Those tools are as follows.
Background Statement
In collaboration with The Presidio Trust leadership and staff, CCS developed a background statement
outlining the history, significance and impact of The Presidio Trust and its programs, including a brief
campaign proposal outlining the $150 million overall goal and $50 million Phase I goal for Fort Scott.
The background statement was sent to targeted interviewees prior to interviews so that they could
respond in an informed and educated way. The Case Statement was revised and refined twice during
the study, but CCS does not feel that either substantively altered the nature of the conversations.
Letter of Introduction (personal interview)
A brief letter of introduction signed by Craig Middleton and Greg Werkheiser was drafted and sent to
potential interviewees along with the background statement. With the help of leadership, the list of
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40 interview prospects was developed and edited. It included Board members, Fort Scott Advisory
Council members, individual donors, foundation representatives, and other important members of
the service and leadership community.
Confidential Questionnaire
A comprehensive questionnaire was developed to gather participants’ perceptions of The Presidio
Trust and Institute; thoughts regarding the background statement and campaign proposal; reactions
to a $150 million campaign; ideas regarding potential campaign leaders and major donors; and
insights as to the interviewees’ own proclivity to participate in a capital campaign as a donor, leader,
or committee member.
Table of Gifts
A preliminary table of gifts showing the number of gifts and prospects required at various levels to
reach a $150 million goal was developed for use during the interviews. This document provided a
visual tool for interviewees to evaluate the feasibility of the goal and formulate thoughts about other
prospects, as well as identify their own potential giving level.
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Findings
The Presidio Trust is a highly regarded organization and interviewees expressed respect and
affection for what the Trust has done for San Francisco. Many described the Trust as
“entrepreneurial” and having achieved a great accomplishment by becoming entirely financially selfsufficient. Fewer interviewees were familiar with the priorities of The Presidio Institute project and
many wanted more information as to how it fit into the long-range strategic plan for the Trust.
The greatest challenges facing the Trust and The Presidio Institute are: creating a context for the
project that encourages philanthropy, increasing the Institute’s visibility, seamlessly incorporating
the Institute into the broader mission of The Presidio Trust, and implementing a fundraising strategy.

Personal Interview Findings
1. What is your relationship with The Presidio Trust? (Select all that apply)
Responses
Count
%
Percentage of total respondents
Board

7

25.0%

Fort Scott Council

9

32.1%

Staff

2

7.1%

Donor

0

0%

Other

11

39.3%

Percentages added may exceed 100 since a participant may select more than one answer for this question.
2. How long have you been associated with the Trust?
Responses

Count

%

<2 years

14

51.9%

2-5 years

7

25.9%

5-10 years

0

0%

10+ years

6

22.2%

Percentage of total respondents
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3. What is your overall perception of the Trust?
Responses

Count

%

Percentage of total respondents

Very Positive

11

45.8%

Positive

7

29.2%

Mixed

0

0%

Negative

0

0%

Unsure

6

25.0%

4. How would you rate the Trust in the following areas?

(a) Leadership

(b) Staff

(c) Services

(d) Community awareness

(e) Fundraising

Excellent

Good

Poor
[0]
0%

Unsure

[4]
22.2%

Fair
[0]
0%

[8]
44.4%

[8]
57.1%

[4]
28.6%

[0]
0%

[0]
0%

[2]
14.3%

[2]
15.4%

[6]
46.2%

[0]
0%

[0]
0%

[5]
38.5%

[2]
16.7%

[6]
50.0%

[0]
0%

[1]
8.3%

[3]
25.0%

[1]
8.3%

[1]
8.3%

[2]
16.7%

[3]
25.0%

[5]
41.7%

5. Have you been satisfied with your involvement as a donor or volunteer to The Presidio Trust?
Responses
Count
%
Percentage of total respondents
Yes

6

30.0%

No

2

10.0%

N/A

12

60.0%

8. What is your overall reaction to the plan for The Presidio Institute as outlined in the background statement you read?
Responses
Count
%
Percentage of total respondents

8

Very Positive

11

44.0%

Positive

10

40.0%

Mixed

2

8.0%

Negative

0

0%

Unsure

2

8.0%
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9. Which of the following traditions of service do you most identify with?
Responses
Count
%
Percentage of total respondents
Civic engagement

8

66.7%

Civil service

4

33.3%

Military service

1

8.3%

Volunteerism

5

41.7%

Philanthropy

4

33.3%

Non-profit service

7

58.3%

Corporate social responsibility

5

41.7%

National service

3

25.0%

Social entrepreneurship

6

50.0%

Percentages added may exceed 100 since a participant may select more than one answer for this question.
10. What is your reaction to the following needs of The Presidio Institute?
Very Positive
Positive
(a) Education

(b) Research

(c) Convening/dialogue

(d) Recognition

(e) A symbolic and iconic 'home' for service

[13]
76.5%

[4]
23.5%

Mixed
[0]
0%

Negative
[0]
0%

Unsure
[0]
0%

[7]
41.2%

[6]
35.3%

[2]
11.8%

[0]
0%

[2]
11.8%

[13]
72.2%

[5]
27.8%

[0]
0%

[0]
0%

[0]
0%

[1]
11.1%

[6]
66.7%

[2]
22.2%

[0]
0%

[0]
0%

[6]
54.5%

[5]
45.5%

[0]
0%

[0]
0%

[0]
0%

12. Do you believe it’s possible to raise $150 million overall given the opportunity for donors to make multi-year commitments?
Responses
Count
%
Percentage of total respondents
Yes

13

52.0%

No

3

12.0%

Unsure

9

36.0%

13. Do you believe the Trust should move forward with the campaign?
Responses
Count
%
Yes

15

78.9%

No

0

0%

Unsure

4

21.1%

Percentage of total respondents
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17. If a campaign moved forward, would you be willing to consider the following?
Yes
No
[9]
[6]
52.9%
35.3%
(a) A gift to the campaign

(b) Serving as a leader

(c) Serving on a committee

(d) Soliciting gifts from peers

(e) Hosting a small reception

(f) Opening doors

[6]
35.3%

[7]
41.2%

[4]
23.5%

[6]
37.5%

[7]
43.8%

[3]
18.8%

[5]
27.8%

[9]
50.0%

[4]
22.2%

[5]
35.7%

[6]
42.9%

[3]
21.4%

[12]
60.0%

[4]
20.0%

[4]
20.0%

18. If you were to consider a gift to the Trust’s campaign, what is most important to you?
Responses
Count
%
Percentage of total respondents
Project/Case

6

40.0%

Impact of gift

8

53.3%

Person who is asking

1

6.7%

Recognition

0

0%

19. What areas of support would be most appealing to you?
Responses
Count

%

Leadership development

13

86.7%

Research program

2

13.3%

Campus rehabilitation

6

40.0%

Operating costs

0

0%

Percentage of total respondents

Percentages added may exceed 100 since a participant may select more than one answer for this question.
21. Where does the Trust fit into your own philanthropic priorities?
Responses
Count
%

10

Highest

0

0%

High

2

14.3%

Middle

3

21.4%

Low

0

0%

Unsure

4

28.6%

N/A

5

35.7%
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22. Considering your overall philanthropy, compared to last year, are you likely to give:
Responses
Count
%
Percentage of total respondents
More

3

23.1%

About the same

8

61.5%

Less

1

7.7%

Unsure

1

7.7%

23. How do your feelings about the economy compare with your feelings a year ago?
Responses
Count
%
Percentage of total respondents
More Positive

9

69.2%

About the same

2

15.4%

More Negative

2

15.4%

Unsure

0

0%

24. Of the following six philanthropic motivations, please indicate which corresponds with your personal reasons to give, considering your
overall philanthropy.
Yes
No Answer
[2]
[11]
15.4%
84.6%
(a) You were asked to contribute

There is a perceived/real benefit of the impact of
(b)
the gift

Your religious or moral obligation encourages
(c)
giving

(d) You feel something is owed to the community

Your belief in those who have the ability should
(e)
give to those who are less fortunate

(f) You will receive an income tax deduction

[9]
69.2%

[4]
30.8%

[1]
7.7%

[12]
92.3%

[1]
8.3%

[12]
92.3%

[1]
7.7%

[12]
92.3%

[1]
7.7%

[12]
92.3%
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Preliminary Gift Indications



Many interviewees expressed a desire to make a gift but would like to consider the campaign
before making a final decision on the amount they would donate.
Four (4) interviewees were able to provide an estimated level of giving totaling $127,000.

Identification of Leadership Candidates*
 Thirty-one (31) individuals have been identified as potential campaign leaders for the proposed
effort. A handful of these potential leaders were recommended multiple times.
 An additional 27 organizations have been identified as potential programming partners for The
Presidio Institute.
Identification of Top Financial Prospects*
 Twenty-three (23) prospects were suggested as capable of providing gifts of $1,000,000 or
more. Two (2) of these high-value prospective donors were recommended multiple times.
* A confidential list of identified leadership and high-value prospective donors will be provided to The Presidio
Institute leadership under separate, confidential cover.

Sample Comments
What is your overall perception of the Trust?
They are gifted, smart and do good work. Magnificent property and it's managed well. Leadership
and service are great things for them to be working.
I’m impressed with the innovative and entrepreneurial spirits. There's been success with
implementation of programs and renting spaces to great tenants. There is a great story here with
the history of the park and what it is today.
Somewhat bureaucratic, elitist, but trying to be accessible.
I have heard great things and I know it's a great place - I've never been there though.
Major accomplishments. Set up a great path for self-sufficiency. Heading in the right direction. Don't
stray from the mission.
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Leadership, Staff, Services, Community Awareness and Fundraising Strengths
Craig is really good at what he does, but he is tough and driven. This project is a bit of a risk and may
be out of his [Craig's] comfort zone.
Not sure about the Board’s involvement.
Craig is very good to work with, very cautious.
Community Awareness is poor on a national level, but good on a San Francisco level.
[The Trust] lacks essential staffing to execute this [fundraising]. I’m optimistic that with CCS and
Greg W. this can move forward.
Services provided to tenants are excellent.
Community awareness is good and improving; park-making itself is self-sufficient.
Fundraising needs work. The Conservancy has not historically done fundraising.
Management style has not catered to managing the non-profit board, but is doing much better.
Fundraising is key. The Conservancy was concerned about competition; the Conservancy raises
money, too.
There is room for improvement on the Board.
Services: Now that the infrastructure is in place it's much better all the time.
The Trust doesn't raise money – it really never needed to, except on open space projects. Use
revenues from leases to enhance further revenue generation, and use philanthropy to do open
space work.
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What is your overall reaction to the plan for the {National Center for Service & Innovative
Leadership} as outlined in the background statement you read
I like that it's bold.
I don't know enough about where it [the concept of The Center] might go.
This could be one of the most frustrating things I've done. The train is moving, but the board
[council] isn't really involved - things should be further along before raising money or hiring
consultants.
‘Innovative’ is marketing, but I don't think it will have an impact. ‘Service’ is important. There are
people who will love this for the 'park.' Others will love it for service.
Programmatic areas are great, and I like the notion that The Center is focused on service as a
strategy to strengthen communities
It's the right idea at the right time, but is the demand here?
Compelling idea to use Federal space and military roots to create a unique center for doing good in
the world. There needs to be more detail around the model. A national center in SF and not DC
shows that there are opportunities to do things outside of DC, which is why this is so attractive.
This is absolutely a need. The place is special and historic. The history and beauty combined with
the purpose and variety of activities make it unique and more marketable.
It's interesting that this space [Fort Scott] has been left for last - it's some of the best real estate
development in the park. It could have been rented out to big companies (Google), and they could
have made a ton of money doing that. But doing this project is an incredible testimony to the
leadership of the Presidio.
I'm an unabashed supporter, intellectually. Wonder how we're going to pay for it.
You don't have a solid case -- what is the need? Is it leadership for youth? Military? Non-profits?
This is a facility that will use all the best practices. How do you bring it together so it is not all
watered down?
Needs to be done incrementally. What is the most-likely-to-succeed effort? I think it’s collaboration
with an organization with high visibility.
Raise money and deliver the programs, then grow it more broadly.
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Nothing emerging that capitalizes on uniqueness. Nothing here yet that says why and what
differentiates The Presidio Institute from others offering the same types of programs. What makes it
prestigious? What says that it has learned the lessons of others, and this is going to be best of all? It
is evocative and ‘visionary-ish’ but still feels like you are in search of a vision. What makes
leadership training great, and how is it better here than anywhere else?
It's like a convention center for altruists. It should not be a charity of the trust. Create a meeting
ground with space for the two: meeting center and lodging need to relate.
Talk about the impact. Is it a pressing need?
All important starting points, but ultimately they intersect. Tri-sector leadership is critical. Coming
together from different sectors, bringing together the best to learn from each other creates
networks. The Federal government ought to be leaders on this front. Commit training dollars to
something compelling and visible.
Look at similar projects and learn from them – Cavallo Point is a great example of creating
programmatic success to incrementally establish itself as a leader in the space.

What concerns do you have about the plans for The Presidio Institute?
There are limited resources. Not enough urgency. Even in the background statement, it says that
people are serving, but it doesn't really say why or why this project is important.
What problem does this [The Presidio Institute] solve? Service for service’s sake is not the answer.
The big thing to pay attention to is focus - it has the potential to be too broad. When an entity has
value, there are dollars available. Articulate the impact [The Presidio Institute] will have, and dollars
will come.
Need to think strategically - what's the mission and what should The Presidio Institute be? We have a
tradition of service; this country is built on service, and this could be a place where large cohorts
vest in giving back.
Cost is a factor for training. It's not inexpensive to travel - it's a haul and hotels and airlines are
expensive - it's expensive to get there.
Things here [at the Presidio Trust] seem to move slowly.
Is the leadership right? - There are a lot of moving pieces, and the leadership needs to be committed
to the project. Do they have the patience for something that could take 10 years to really get going?
Are there going to be enough early ‘wins’ to keep their attention and to make them excited?
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This has the potential to become co-opted and turned into something that wasn't intended. Make
sure it doesn't become politicized — it's already a quasi-federal agency, so it has the potential to do
so easily.
The project needs clarity. Plan carefully and have a clear direction.
This is a huge opportunity in search of a champion. Is the Board 100% behind this? They need to be.
Is this doable? There is a lot of talk about it, but financial commitments? Do we have the next five
years of meetings and lodging bookings to show it's finance-able?
The Presidio Trust has a way of coming into philanthropy in a low-risk/low profile kind of way. The
Trust board doesn't have urgency about this project, but sooner or later, there will be a demand for
this campus.
We need some program wins and some early proof that this works.
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Evaluation+ Observations
The interview and e-survey findings, as well as CCS’ observations during the study, were used to
evaluate campaign potential with regard to the four elements which CCS believes are critical to the
success of any fundraising program:


A well-defined and compelling case — the rationale behind the request for financial support;



The availability of strong, influential leadership — visible advocates who will make early financial
commitments, help solicit others for their support, and give of their time for meetings and other
campaign-related activities;



A sufficient number of prospective donors — persons who have an interest in the case or, at the
very least, a general interest in the mission of The Presidio Trust and who can be approached in
some way for meaningful campaign support; and



The potential for designing a flexible and workable campaign action plan — the culmination of
activities, strategies, processes, and timing that will lead to a successful effort.

The study for The Presidio Trust was designed to address two key questions. First, is there sufficient
support among your constituents to support a campaign to build out Fort Scott as The Presidio
Institute? And second, does that support translate into the ability to raise $50 million in the first
phase and ultimately $150 million?
The study was designed to identify sources of support in order for The Presidio Trust to engage
philanthropy like never before. CCS also sought to determine leadership candidates and
interviewees’ willingness to play a role in a capital campaign, including where interviewees place The
Presidio Trust among their philanthropic priorities and their personal motivations for giving. CCS’
conclusion is that a major capital campaign for The Presidio Institute is not feasible at this time.
Since completing the interviews, staff transitions occurred and priorities were reevaluated and
refined that would be aligned with the recommendations found within this study report.
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The Presidio Trust is well-regarded among those study participants most familiar (75.0% very
positive or positive). The Presidio Trust has an excellent reputation for its history and
accomplishments. Due to the makeup of the list of interviewees, there were varying degrees of
familiarity with the work of the Trust (25.0% were unsure) which would account for the relatively
low perception rating. The Presidio Institute concept generally was accepted by the interviewees
with positive feedback. There were, however, frequent comments about further developing
specifics about the development and implementation of the programmatic elements.



People are supportive of The Presidio Trust’s desire to raise significant resources, in large part
because they are very trusting of the leadership, longevity, commitment to its mission, and
reputation. Those most familiar with The Presidio Trust identified the Trust’s desire to raise funds
on their own as a departure from how they have operated in the past.
When asked to comment on their general reaction to The Presidio Trust’s proposed campaign as
outlined in the Background Statement, 84.0% of interviewees responded “positive” and “very
positive.” While these numbers are supportive and above a benchmark average, CCS believes
that these results were predicated on the respect for The Presidio Trust, not the formulation of
the case for support for Fort Scott.



Study participants lack an understanding of certain areas of the organization’s future plans for
growth, sustainability, and continuation of mission. Respondents wanted more details about the
specifics regarding the project.
An important part of a campaign case involves issues around institutional trust and whether
donors can feel confident about making major philanthropic investments. We should note that
those interviewed who are closest to the organization, and have an understanding of and an
enthusiasm for The Presidio Trust’s mission, wanted to see demonstrated support of the project
from The Presidio Trust leadership and Board. It was evident from these conversations, that
many of the study participants lack a central understanding of how The Presidio Institute and The
Presidio Trust fit together and how the Center nests within the programs and priorities of the
Trust.



The Presidio Trust, by design, is not a fundraising organization. This presents inherent challenges
to the organization and to the execution of a fundraising program. Without engaging
philanthropic partners, The Presidio Trust engaging in fundraising and philanthropy on its own
would represent a sea change for the organization’s operations.

Case
As the organization moves forward, some important hurdles in terms of messaging and case
presentation must be clarified:
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Culture and Position of Philanthropy
It is not enough to merely want to attract private funding to complete the vision for The Presidio
Institute – The Presidio Trust must cultivate and promote a culture of philanthropy throughout
the organization. As noted and understood, this is a drastic change for the Trust that will result
in shifting relationships with philanthropists and partners, especially, the Golden Gate National
Park Conservancy. If philanthropy is understood, practiced and promoted by the Trust’s Executive
Director, the board and staff, the Trust will begin to instill the importance of private support that
will permeate all facets of operation. While fundraising is a function of a development office, it is
the responsibility of all. To have philanthropic success, it is critical that philanthropy is a value
understood and promoted by all in the organization.



Impact
In order to attract a diverse donor group (geographically and interest-wise), it will be important to
demonstrate the impact that a campaign, and indeed The Presidio Institute, will have on the
organization itself and on the communities that it serves. Study conversations revealed that the
intended audience for The Presidio Institute is not well-defined or articulated at this time. It will
be critical to identify the beneficiaries of the work of the Institute and tie those people to the
impact that the Institute can have on society. These impacts can be civic, economic,
educational, or beyond. A solid case for support for The Presidio Institute will need to incorporate
elements that are compelling for both people conversant with social services and with those new
to the mission. The Presidio Trust’s thread lines should resonate with people outside of its
existing donor community.



Illustrate the Need and the Audience
Interviewees generally like the ideas and concepts behind The Presidio Institute but were unclear
on what needs the Institute would address. Interviewees felt that The Presidio Trust is a
recognizable brand in the local community, but many noted that outside the Bay Area, many do
not see the distinguishing advantage of the location. Most often, interviewees were concerned
that the clear need for The Presidio Institute was not articulated in the materials. Where
interviewees had a better working knowledge of the service and leadership space, they wanted
more specificity on how The Presidio Institute filled the need for leadership education better or
differently than what is already in place. Interviewees also wanted to see an illustrated market
demand for leadership development and training. In general, a theme of concern emerged that
leadership was too broad to tackle effectively in one project. Leadership is defined and exhibited
differently throughout the traditions of service, and there is concern that being too broad will
dilute the intended collaborative nature of the Center and result in intangible and weak
outcomes.



Show the Strategy – A Business Plan is Essential
Once you are able to clearly explain what you are going to accomplish, participants want to know
how you are going to accomplish it. Without the evidence of successful programs, participants
were dubious about the execution of a strategy to deliver meaningful and accessible programs
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that would have a sizable impact. In keeping with the great accomplishments of The Presidio
Trust as self-sustaining through property revenue, some interviewees wanted to know how that
business-wise practice would be employed in this next phase of the Presidio’s growth. Specifics
about the lodging revenue, the costs of running programs, fee-for-service, earned income
streams available, and the market demand need to be provided in a simple and concise way.


Holistic Thinking
The Presidio Trust has instant name recognition for those who live in the Bay Area and who have
enjoyed the programs and environment it offers. There is brand equity in The Presidio Trust, and
the accomplishment of becoming self-sufficient is evidence of its prudent planning and
leadership. Branding the Fort Scott project separate from The Presidio Trust would be a mistake,
as people have faith in the recognition of and place-based association with the Presidio. For this
reason, we endorse the renaming of the Fort Scott project as The Presidio Institute. The project
nicely aligns with the mission of The Presidio Trust “to save the Presidio and transform it for a
new national purpose,” and the mission should be articulated as the next priority of the Trust.



Absence of an Annual Case for Philanthropic Support
The Presidio Institute has produced some very solid and powerful descriptions in print and online
of its plans and programs. The next step would be to create annual priorities and to produce
custom donor-focused messages about why the organization needs philanthropic support,
presenting its needs and defining opportunities for individuals/organizations to invest in the
mission and programs of the Institute.
The organization currently lacks a focused case for annual support that adequately explains the
philanthropic need and why The Presidio Institute, in relation to its peers, is worthy of financial
support. Specifically, an annual case for support should explain the vision and goals of the
organization in the short-term and long-term and should outline the specific programs and
amounts required from private philanthropy to be able to achieve the organization’s goals. When
properly defined, the annual case for support becomes the source document for all
development-related communication (brochures, presentations, web content, proposals, videos,
talking points, frequently asked questions, and more).

Leadership
No single component influences a campaign’s eventual outcome more than leadership. During the
feasibility and planning study, each interviewee was asked to identify potential key leaders for a
campaign. Each interviewee was also asked to comment on his or her willingness to work on a
campaign. Few names were put forward, and many interviewees struggled to name someone who
would be a good face for the campaign. This is not surprising for The Presidio Trust since by design,
the Trust is not a philanthropically active organization on its own. Though the exercise was designed
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to glean specific names of leadership candidates, interviewees often described the qualities of
leaders for this project, and many suggested names as examples.
Many interviewees stated that it is vitally important that a chairperson and other leaders of an effort
for Fort Scott have national name recognition, and that these individuals also have connections to
others who would be able to support The Presidio Trust in significant ways. Many suggested public
figures – a Colin-Powell-type – or burgeoning philanthropists who would want to make an indelible
mark on the nonprofit landscape, such as Marc Andreessen and Laura Arrillaga-Andreessen, as
attractive candidates for campaign leadership.
CCS believes that campaign leadership is an active role, not just a figurehead, and suggests that The
Presidio Trust resist recruiting fundraising leadership for whom the post is merely honorary. You
should seek fundraising volunteers with capacity and affinity for the organization, access to those
who can make sizable contributions and a willingness to devote time and energy toward the effort.
The success of any campaign is also dependent upon its volunteers. Twenty-eight percent (27.8%) or
five (5) respondents indicated a willingness to solicit prospective donors. This number suggests
insufficient volunteer support for the campaign under consideration. CCS looks for at least a 50%
positive response to this question. However, it does represent five people who, with proper training
and sufficient support, would be willing to solicit gifts.
To implement a successful campaign effectively, a solid core of campaign leaders is necessary. CCS
recommends establishing this group as a separate entity, apart from the current volunteer
leadership structure. Specific individuals who sit on the Trust’s board of directors may be candidates
for this role, but it will not be incumbent upon the board to engage in its entirety in the leadership of
a capital campaign.
The campaign will benefit tremendously from specific and strategic board involvement on an
individual level, many examples of which were mentioned in the study questionnaire (hosting a
reception, accessing donor prospects, making introductions). However, CCS does not find it
reasonable to ask a board to be the governing body of the organization as well as the leaders of a
campaign effort. Certain current board members could be asked to serve as campaign leadership –
these are not mutually exclusive roles – but the campaign core should also be utilized as a strategic
opportunity to bring new prospective donors into the fold in a significant way. If the board is the sole
source of the campaign leadership entity, The Presidio Trust will have lost a significant opportunity to
expand its major donor base.

21

Feasibility and Planning Study
Prospective Donors
Successful fundraising efforts are anchored by lead gifts of significant size early in a campaign. Only
14.3% of interviewees listed The Presidio Trust as their highest or a high philanthropic priority. This is
a weak indication considering the scope of the potential campaign, but should be tempered with the
fact that The Presidio Trust has never been a philanthropic organization on its own, and the profile of
our interviewees was weighted toward people who have a specific interest in content and program,
but not necessarily capacity to give.
The key to a successful capital campaign is to set a reasonable, yet challenging goal. Leadership and
major gifts will play an integral role no matter what the size of the goal or scope of the effort. Fiftythree percent (52.9%) of interviewees indicated they would consider making a personal gift to the
campaign and 35.3% said that they would not. CCS considers a 75% positive response rate good in
studies of this nature and scope.
Of the 32 study participants, nine (9) individuals said they would consider making a personal gift to
the campaign. Of these individuals, four (4) gave a specific range. A total of $127,000 could be given
at this time if The Presidio Trust proceeds with a campaign as described during the study. The
average gift would be $31,750. The highest gift amount indicated was $100,000, and the lowest gift
amount indicated was $1,000.
The low level of gift indications is concerning. In order for a campaign to be conducted successfully,
sights have to be raised and prospects have to be identified at seven-figure levels.
Interviewees were asked to identify individuals whom they perceived as financially capable of
considering a wide range of gifts. Similar to the inquiry about campaign leadership, participants had
difficulty in naming potential donors, stakeholders, and community philanthropists who might
participate in a substantial way.
The support of board members as leaders and prospective donors in a capital campaign is critical for
building momentum and setting the pace for success. Board members are also considered key in
soliciting other major gifts. Board members indicated that their current level of annual support is at
the maximum of their giving capacity, and a campaign gift in addition would not be within their realm
of possibility. It was noted that given the structure of The Presidio Trust as a federal agency,
enhancing or changing the board process will require some internal examination and potential
restructuring. Thoughtful additions of people who understand philanthropy and can be active
participants both in their financial and fundraising support will contribute to the Board’s ability to
support the project.
Typically, in evaluating campaign potential, we look at the pool of existing prospects with respect to
their current levels of giving, their indications to us within the study regarding their potential
campaign giving, and their advice to us regarding whom they view as potential leaders and lead
donors. Each of these areas will require further attention and development from The Presidio Trust.
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Campaign participation is below the range we would hope to see for a successful campaign.
However, many of the “no” and “maybe” responses were followed with concerns about timeline and
project details, rather than a disinterest in or opposition to a campaign or the project, even though
they would not fall in the lead or major gift range.
Leadership gifts for a campaign with a goal of $50-150 million are typically $1 million or more, while
major gifts would typically fall between $100,000 and $999,999. During the course of the study, we
received no gift indications at the leadership level, and two in the major gift range. This gift indication
range does not provide a strong financial base for a campaign of this magnitude.

Other Observations
The majority of the interviewees identified themselves as having a relationship of less than two years
with The Presidio Trust. Many came to the conversation with more knowledge about The Presidio
Institute project than the Trust, given their relationships with Greg Werkheiser or Dave Smith. While
there was an understanding of the project and great optimism for the campaign, interviewees’
responses about key elements of fundraising did not provide concrete responses to support a
successful effort. Many feel the relationship with the Conservancy must be leveraged for a
successful campaign.

Staffing
Neither The Presidio Institute nor the Trust has any staff members dedicated to fundraising. Given
the complexities of the large campaign envisioned and the interim development spade work that
needs to be accomplished prior to launching, we believe it will be necessary and appropriate to
consider staffing the campaign with a Director of Development to manage individual, corporate, and
foundation donor interest and cultivation.
Permanent fundraising staff assumes responsibility for developing and implementing a
comprehensive fundraising program. Their role would ensure there is direction and execution of an
annual campaign; a stronger emphasis on major gifts, grants and corporate giving; and a more
consistent approach to donor stewardship.
The successful Director of Development will help establish proper data management and reporting,
utilize a Moves Management® system for stewarding major donors, establish a consistent voice and
process for donor engagement, grow and sustain support from the many potential sources, and drive
additional awareness of philanthropy throughout the organization through increased marketing
efforts and networking.
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Goal
A potential goal of $150 million was tested in the study. Fifty-two percent (52.0%) of those
interviewed felt confident that $150 million was an achievable goal, with 36.0% being doubtful or
unsure.
While the response rate does not support The Presidio Trust moving forward with a campaign to
raise $150 million, 15 of those interviewed believed that The Presidio Trust should move forward
with a campaign. This shows support and belief in The Presidio Trust and its leadership and in the
momentum to build a fundraising initiative.
In situations where a study indicates that the tested goal is not feasible, it is often possible for the
organization to conduct a capital campaign immediately following the study but with a goal smaller
than that tested. In this situation, CCS believes it would not be in the best interest of The Presidio
Trust to conduct a campaign with a smaller goal at this time. CCS would recommend the following
steps to develop sound fundraising practices, to galvanize your case for support, to develop
leadership for a campaign, and to begin to develop a culture of philanthropy for a campaign in the
near future.
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Recommendations
An analysis of successful development programs clearly indicates that they share key elements in
common. These provide us with a paradigm against which we can measure the activities of the
Institute:


The organization must be regarded as crucial to the interests of its supporters and to the broader
community: the case for support must be strong and compelling.



The organization must be viewed as soundly managed and a good steward of philanthropic
dollars.



The leadership of the organization must be highly regarded and viewed as both providing vision
and articulating it in a compelling fashion. Leadership is deeply engaged in seeking support.



A significant base of major donors is willing and able to support the organization led by its Board
of Directors who provide a significant level of base support.



Volunteers are willing and able to give and seek the support of others, anchored by the Board but
expanding beyond it.



A sound development operational plan provides for sufficient resources to manage the
development program over a multi-year basis. Development staff has sufficient tenure to
maintain long-term relationships. The development program is multi-faceted.

The degree to which these factors are in place over a continuous period of time is highly predictive of
long-term philanthropic success.
We offer the following recommendations for The Presidio Institute’s review and consideration as the
organization makes important decisions about securing private philanthropic support.
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1. Explore the Big Question
Many interviewees and staff raised the question of whether the Presidio Trust could establish a
robust fundraising program on its own, rather than relying on fundraising activity from strategic
partnerships. While this was not the focus of this study, CCS believes that the Presidio Trust
could undertake a process that studies and analyzes this question alone. CCS suggests the Trust
conduct a comprehensive analysis of The Trust’s fundraising potential and whether creating a
stand-alone development operation will be a long-term advantage to the Trust priorities. This
would include an in-depth analysis of the relationship between the Trust and the viability of
attracting, cultivating and engaging donors on both fronts.
Acknowledging that this process could take considerable time, we recommend that the Presidio
Institute, given that there is funding potential for its priorities establish a fundraising function to
accelerate the delivery of the programs and develop the larger Presidio Institute vision.
2. Staffing
A tremendous amount of preparation, organization and activity will be required for a
concentrated and large scale fundraising effort to be successful. CCS strongly believes that
leaders — both internal and external — need to be supported and managed up so that their
limited time is best used in ways that optimize results and avoid leader burnout.
CCS recommends that The Presidio Institute ensure that fundraising has every opportunity for
success with an appropriate level of management and staff support. A plan for increased
individual giving management would need to incorporate the following responsibilities:

Development and management of all prospect/donor tracking lists, matrices, and
pipeline reports

Coordination of all research efforts

Development of cultivation and solicitation strategies for all prospective donors

Coordination of cultivation and solicitation assignments

Development of all briefing papers, talking points and presentation materials for all
gift solicitations, including detailed information on the prospect, background, giving
history, potential interests, and request strategy

Design and management of the gift acknowledgment and recognition system

Oversight, guidance and management of fundraising committees

Regular monitoring and oversight of campaign activity, keeping the campaign on
schedule, and identifying and addressing issues and weaknesses as they arise

Preparation of regular updates and reports

Training, oversight and supervision of staff assigned to support activity
Staff support responsibilities:

Preparation of proposal materials for other meetings and events

Scheduling

Some event coordination

Responding to information requests
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Data entry
Additional support of campaign management personnel in fulfilling their
responsibilities

This can be accomplished in three ways: the Institute could hire a Director of Development,
whose responsibility will be a sole focus creating a program that is aimed at identifying,
cultivating, soliciting and stewarding gifts from individuals, corporations and foundations at all
levels. You could hire a consultant to provide interim development leadership saving time and
creating the program that will attract a higher quality candidate. Or, outsource the role entirely
for a period of twelve to eighteen months. However this role is filled, he or she would be
responsible for designing and implementing a giving program and interfacing with donors and
prospective donors. The Director of Development would be responsible for advancing supporters
through the pipeline and cycle of philanthropy. This would be an externally facing role, and the
person would spend the majority of his/her time outside of the office meeting with donors and
community leaders. It is important to note that at this time, CCS sees this as a role for one
person, with the possibility to add a development associate. As the program grows, positions will
be created to manage activity with distinct constituencies (corporations, foundations, individuals
etc.)
3. Develop a Fundraising Strategic Plan
CCS recommends that The Presidio Trust initiate a long-term private fundraising planning phase
with a focus on:

Gifts that support the current strategic programmatic priorities

Leadership and major gift prospect development

Establishment of structured prospecting effort processes

Creation of a multi-layered cultivation plan

Focus on leadership, major and program support
The Director of Development and the staff of The Presidio Institute should engage in intensive
activity surrounding essential organizational and preparatory actions as outlined above, and the
targeted engagement of leaders and identification, qualification and cultivation of the critical top
prospects key to the programmatic priorities.
Core activities to be accomplished in the first six months should include:

Achieving accord on the Board regarding the Presidio Institute’s importance and the
Presidio’s priority support of it

Designing and producing key development materials

Identifying, researching, rating, ranking and assigning 75 to 100 high-capacity
individual, corporate and foundation prospects

Introducing a structured program of relationship-building, cultivation, and executive
briefings with appropriate staffing

Designing model corporate engagement strategies for top likely corporate donors

Developing messaging to provide support for more focused fundraising activity
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In order to ready itself for a future campaign, The Presidio Trust will need to refine its approach
to fundraising. During this planning stage, The Presidio Trust has the opportunity to change its
mindset and approach to fundraising, specifically focusing more on building its major gifts
program in a more strategic way and by using a more structured and systematic approach.
4. Refinement of Fundraising Priorities, Messaging and Case Statement Development
While the larger vision of The Presidio Institute is still developing and will take time to gain
traction with the larger audience, it is important to note that the concepts and ideas of the
Institute are in response to an emerging market for problem solving through cross-sector
leadership development.
Delivering flawlessly executed programming that will become the core of The Presidio Institute
concept is essential to attracting eventual large-scale philanthropy. Focus on raising operating
support for the following programs will establish the institute in the cross-sector leadership
space and attract participants and support over time. The four priorities for the Institute are:

The Cross Sector Leadership Fellows Program

The Online Portal for Talent & Leadership Development

Re-imagining Service Integration

Strategic Planning
To attract gifts to support a broader vision, potential donors will want to know how their gifts will
be used and that it has been well thought out, guided by data and planned adequately. This
includes specific information regarding the organization’s programs and their impact, as well as
the fiscal scenario that will support The Presidio Institute long-term. It is our belief that The
Presidio Trust has a solid brand with a promise of protecting the Presidio for public use. The
question that the case for support will have to answer is how does The Presidio Trust live the
brand and how is that brand promise carried out in The Presidio Institute Project?
CCS recommends convening a task force focused solely on messaging and case development.
This would represent an additional opportunity for board members to participate and a chance to
recruit other community members, key staff and donors in a collaborative effort. This task force
should include people familiar with the area of service and leadership and also those who are
less familiar but who have an affinity for the Presidio itself.
5. Annual Goal Setting
Based on the findings of the personal interviews and CCS’ evaluation of fundraising potential for
The Presidio Institute, it is CCS’ professional judgment that, at this time, a campaign would be
challenging and have limited fundraising potential. Though there is a high regard for the
organization, interest in supporting it at levels required for a successful capital campaign is not
evident, and high-level cultivated leadership and major donors for a campaign are absent. To
accommodate the marked need for prospect relationship-building, education and cultivation
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prior to solicitation, formalizing a financial goal for a campaign for The Presidio Institute at this
time would be premature.
We suggest that The Trust look at a three-year period of time to create meaningful benchmarks
and financial targets for its fundraising program. A typical growth scenario for individual and
event fundraising would be a 10% to 15% increase annually. Foundation increases are more
difficult to project, though an emphasis should be placed on building foundation support of
priority programs.
6. Leadership
There are many hallmarks of successful fundraising, but no factor is more important than
qualified, effective leadership.
There was strong support for Greg Werkheiser, Dave Smith and Craig Middleton’s command of
the organization. In a campaign, the Director of The Presidio Institute and the Executive Director
of the Trust should be prepared to dedicate a significant amount of time to fundraising, and
development staff should provide all of the necessary support required to ensure that the
approach to donors is comprehensive, effective and an efficient use of the executive
leadership’s time.
Volunteer leadership is equally important. Developing the board so that it is inculcated in the
theory and practice of raising philanthropic dollars should be a top priority for The Presidio Trust.
Recruiting leaders who will work with the Craig Middleton to help The Presidio Trust refine its
messaging, cultivate potential donors and help identify additional prospective donors so that The
Presidio Trust can continue to build its base of support and increase its support from nongovernment entities will be important. These leaders should be highly respected members of the
community and be the kind of people others naturally want to follow.
The Presidio Trust should provide all of the necessary support required by leaders so that they
can be successful in their roles, including briefing; de-briefing; and providing clerical, logistical
and preparatory support (agenda, speaking points, etc.). CCS suggests that the entire board
commit to a series of fundraising workshops to learn the best practices and to kickstart activity
in the major gift initiative.
7. Strengthen the Board through Recruitment
If the Presidio Trust is preparing for a shift in philanthropic orientation, the success of a future
fundraising will depend largely upon the leadership from the board. This includes a willingness to
make The Presidio Trust a major priority in terms of time and financial commitment. The Presidio
Trust needs to ask itself the question: “Are we working toward the board we want or working
around the board we have?” CCS recommends recruiting candidates who are qualified in one or
more roles with skill sets directly related to all other board defined areas, including:

Strategy

Planning
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Fiscal acumen
Fundraising

CCS believes that recruiting a board is similar to mounting a capital campaign. It takes a carefully
built list of prospects, a clearly communicated set of expectations, and a willingness to be
discerning when evaluating the potential value of a candidate. Care should be taken to avoid
candidates recruited only because of their knowledge and expertise in the organization’s
programs and service areas -- not for leadership or management abilities.
Recruit board members who clearly understand that as board members they are expected to:

Lend their image and reputation to increase The Presidio Trust's credibility

Provide access to individuals of affluence or influence and have a willingness to
involve others

Apply their current and past fundraising experiences with other non-profit
organizations

Make a personal gift

Attend public benefits

Be an advocate for the organization

Provide oversight and strategic planning
Staff resources should be deployed to ensure that the Board is actively pursuing the activity
required of them.
8. Optimize the Fort Scott Council to be a fundraising body and train in Philanthropy Theory and
Tactics
CCS recommends that The Presidio Trust incorporate philanthropy into each board meeting by
way of training, and conduct a Board Retreat focused on creating the culture of philanthropy
discussed earlier. To fully commit to the culture of philanthropy, Board Members need to have a
working knowledge of the philanthropic landscape of the community, the trends in fundraising
within the social service sector and an understanding of the theory that drives fundraising. More
important, however, is for board members to received tactical training and ongoing support for
the fundraising tasks that they are asked to accomplish. Training should focus on the proven
methods for cultivation, solicitation and stewardship and on real, tangible actions.
The Fort Scott Council should be considered the fundraising body for The Presidio Institute and
should willingly make introductions to potential funders through their personal and professional
networks. Accordingly, it should be made up of people who have the ability and affinity to support
The Presidio Institute financially, but also have access to prospective donors.
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9. Build a Major Gifts Effort focused on Programmatic Priorities
The Presidio Trust has strength at the lower levels of the gift table and should engage in a
process of elevating giving from your base by asking for and receiving major gifts. In light of this
fact, the highly critical roles of relationship-building, education, and cultivation are discussed
below.
In engaging prospective donors, any organization is best advised to work from the top, down and
from the inside, out. That is, cultivate and solicit those prospects who have the greatest
philanthropic potential and those who are closest to you first, and then use that momentum,
those relationships and your new donor-advocates to expand campaign support.
For securing significant leadership gifts, The Presidio Trust needs to plan on a long lead time of
active cultivation before solicitation. In engaging prospective donors, we recommend The
Presidio Trust undertake a concerted process involving:

Soliciting the top 10 to 20 best prospects first through face-to-face visits

Conducting initial research to identify and rate 75 to 100 high capacity prospects

Conducting a series of five to seven donor screening and strategy sessions with key
staff, leaders and volunteers

Ranking and more intensively researching the top 150 to 250 prospects, the result of
which would include solicitation levels, initial approach strategy, cultivation and
solicitation teams, potential interests, and possible acknowledgment and recognition
opportunities

Reviewing all current corporate donors by level and type of corporation and employee
participation and ranking them by campaign potential
For those who are already engaged, they will need to be well-stewarded and further excited about
The Presidio Trust’s future plans. These individuals and corporate and foundation
representatives should be singled out for special treatment to build relationships and support.
Individual strategies should be developed for each donor, tailored to specific interests and
personalities. Special cultivation tasks might include:

Calling to thank donors for their recent gifts

Inviting donors to Fort Scott to visit the site and to see the mission in action; meeting
staff members and volunteer coordinators could also be effective

Small dinner gatherings with the new CEO

Calling personally to invite donors to attend special events

Contacting donors on a regular basis to talk about good news and program
successes
10. Establish a Moves Management® System for Prospect and Donor Tracking
CCS’ experience is that accurate prospect and donor information management is absolutely
essential to fundraising success. To this end, we highly recommend that The Presidio Trust use a
master prospect/donor tracking matrix and the principles of Moves Management® to drive all
cultivation and solicitation activity of potential campaign prospects.
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The Moves Management® system is a useful tool for organizing prospective donors based on
their closeness to the organization and their readiness to make a contribution. It helps to
prioritize prospective donors to establish clear next steps for staff and volunteer leaders. In
addition, it creates a picture of the development pipeline, so that it is apparent how many
prospective donors are ready and primed for an ask — and how many are needed.
A prospect/donor tracking matrix is a list of researched, rated and ranked prospects with the
following key information, sort-able by various fields:

Contact information

Recommended solicitation team

Recommended request amount

Likely areas of interest

Appropriate recognition opportunities

Dates of cultivation, solicitation and follow-up meetings

Gift level and recognition opportunities selected

Other pertinent notes and information

Stage in the cultivation/solicitation process
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Today’s donors take a very sophisticated approach to their philanthropy. They receive numerous
requests and ultimately will support those causes where they feel most strongly connected and
where they see the best return on their philanthropic investment. The principles of Moves
Management® allow campaign managers and leaders to chart and track cultivation and
solicitation activity. Typically, a prospect/donor tracking matrix would include moves codes
similar to these that point to the needed next step and foster activity:








D (Develop/Determine Strategy): This represents the earliest stage in a prospect’s
development and includes the steps of identification, research, evaluate/rate and
determine capacity and timetable. This individual’s affinity for and knowledge of The
Presidio Trust is unknown and much work must be done, including further research,
before the candidate is considered a viable prospective donor. This stage is used to
uncover a connection between the individual and The Presidio Trust through
preliminary engagement, through similar interests or through relationship with a The
Presidio Trust leader;
C (Cultivate): Most of the individuals who participated in the Planning Study are at
this stage of the pipeline – they are involved with The Presidio Trust in some way, or
were at some point in the past, and they need to be further cultivated and engaged in
future plans before making a significant gift. Several cultivation steps should take
place before this donor is asked;
B (Brief): Once individuals have been cultivated and are more familiar with the plans,
they need to be briefed in some detail about the organization’s financial needs and
specific plans as a prelude to a request for financial support and any fundraising
efforts – a high-level briefing allows the individual to indicate an area of The Presidio
Trust's work they are interested in, and consequently informs leadership and staff
about the tailored proposal that should be prepared accordingly; and
A (Ask): This individual has been sufficiently briefed about the organization’s financial
needs. He or she is ready to be asked for a leadership commitment in a tailored,
intentional meeting.

As a first priority, The Presidio Trust should expand the preliminary matrix developed for all
Planning Study participants to include all current and former Board members, major gifts donors
and major gifts prospects. As potential donors are identified and added to the pipeline, The
Presidio Trust should categorize them in this way. At the leadership gift level, each solicitation
becomes a mini-campaign unto itself, and proposals for potential donors will require preparation
and personalization.
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11. Pilot an Operational Annual Giving Program for Presidio Institute
While exploring the overarching role of fundraising for the Trust and its ongoing relationship with
the Conservancy, the effort to fund and built the Presidio Institute should move forward. There is
burgeoning interest in the market, there are marquee programs underway, strategic program
partners have been enlisted and financial support exists. Raising money through annual giving is
an ongoing process of securing renewable gifts that fuel the organization. It is a critical piece of
any balanced fundraising program, especially those who are still building a donor base. An
annual giving program provides many opportunities to communicate and build relationships in
the community. It allows The Presidio Trust to:

Tell new friends and long-time supporters what it does, sharing its vision for helping
those in need and at-risk

Demonstrate how it addresses an urgent need by promoting its programs

Build trust by increasing community profile

And most importantly, of course, offer opportunity to support this vital work and the
chance to partner with an organization that is changing lives.
Annual giving is the beginning of a lifelong relationship between the donor and The Presidio
Institute. Given that this has been a role historically played by the Conservancy, it will have to be
addressed carefully and with consideration to the timing and nature of solicitations.
Communication between the two entities needs to be timely and transparent .
Nurturing the relationship with thanks and acknowledgment, praise and recognition as well as
communication of success is a hallmark of good stewardship. A robust annual giving program is
more than a combination of annual giving vehicles or the tabulation of the combined monies
raised from direct mail, special events and special drives. It is a strategic, intentional, and wellplanned approach to each of your constituent groups. A truly effective annual giving program,
much like a capital campaign, requires thought, analysis, preparation and effective execution.

More expensive than
renewal or upgrading

Secure a gift from an
existing donor
Helps to stablize your
donor base

Upgrade

Add donors to your
existing donor base or
re-acquire lapsed donors

Renew

Acquire

A successful annual giving program has three main objectives:
Increase a gift from an
exisitng donor
Helps to move donors
through the donor
lifecyle

Broadly speaking, these approaches will be employed with your key constituencies, namely,
these are individuals, such as board members, volunteers, current donors and new prospects,
corporations, and foundations. An annual giving program then seeks to acquire new donors in
each group, approach each group of current donors to give again this year, and encourage these
committed partners in your mission to increase the level of their support – eventually moving
many to consider a major or planned gift to the organization.
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Typically, we would place giving from corporations and foundations in the major gift category.
These organizations often have greater resources than many individual donors and the capacity
to make significant investments. In fact, the median foundation grant for the last three years has
been $25,000, which for most organizations would fall in line with their major gifts program and
warrant a personal relationship and individually crafted request.

What
Acquire

Renew

Upgrade

Who
Individuals

Corporations

Foundation

How
Direct Mail

ePhilanthropy

Personal
Solicitation

Special
Events

Corporate
Engagement

Grants

A successful plan for annual operational giving outlines your goals and how to achieve them, as
well as the investment and time required. We mentioned already that an annual giving program
is more than the sum of its parts, so your plan will integrate the various fundraising components
to support one another. A successful plan keeps you organized and allows you to forecast your
annual revenue and the development department's workload throughout the year. A
comprehensive plan would include:

A case based on the strategic priorities set by the board

A clear goal and metrics for evaluating the success

Identified constituencies

Agreed-upon methodologies

Timeline for execution

Budget

Staff and Volunteers
12. Foundation and Corporate Support
CCS believes that additional foundation support is available. Researching and identifying those
potential supporters requires human resources that might not be available currently at The
Presidio Trust. An intensive research project would consist of identifying foundations which
support the key areas of The Presidio Institute’s mission and mapping those to current
relationships that exist within the Institute’s leadership.
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13. Foster a Focus on Measurement and Urgency
Regular evaluation of your fundraising program is essential. CCS recommends that results are
carefully analyzed after each major effort, quarterly and annually, and that progress is evaluated
by constituency, by method and overall. Evaluation is not possible without good data. Employ
coding that reflects the information that you will measure by including constituent codes, appeal
codes, methods of solicitations, and dates. If you have policies about data and donor tracking
and you are consistent, you will have data upon which you can base future fundraising
strategies.

Conclusion
On behalf of the CCS team, thank you for affording us the opportunity to work with The Trust as you
build capacity and interest in The Presidio Institute. Your forward thinking to deliver something
meaningful and mission-specific in the property at Fort Scott is admirable and exciting.
Prioritizing and resourcing fundraising will strengthen and position The Presidio Trust to better
secure potential funds available at all levels from high-net-worth individuals, corporations and
foundations alike.
Investment is required to ensure the establishment and progression of the above strategies. The
Presidio Trust can demonstrate an understanding that a thoughtful increase in professional
fundraising staff and/or outsourcing aspects of the plan can bolster results and overall fund
development efficiency.
Building a development program is essential. Often, organizations would create structures and
processes by hiring a consultant to build a program and get it started. This frequently widens the
pool of candidates who are able to come in and take over the operations and strengthen fundraising.
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The
Presidio

Across the nation, individuals find limitless ways to fulfill the powerful impulse to serve their
communities and country. Non‐profit volunteers, corporate social responsibility officers, and public
servants are among the country's groups working to address our nation's most pressing challenges.
Helping to shape and sustain our communities is a long‐standing American tradition, and it is becoming
more important in an era of fiscal constraint.
Service is more important now than ever.
In 2011, nearly 63 million individuals contributed more than eight billion hours of volunteer labor; $298
billion were given to non‐profit organizations; and over 90% of Fortune 500 companies offered
employee volunteer programs. Despite these enormous contributions of time, finances, and effort, we
have yet to realize the full potential of those who serve. Over the past decade, organizations have
studied the obstacles to the effectiveness of service in the United States. A study commissioned by The
Presidio Trust confirmed several limitations: a shortage of leadership development opportunities that
encourage innovative problem‐solving; limited approaches for measuring and increasing impact; and
poor cross‐sector coordination in tackling shared challenges.
The Presidio Trust proposes to establish a National Center for Service & Innovative Leadership (NCSIL.)
The NCSIL will be located in the iconic Presidio of San Francisco, a former military base that has trained
and inspired Americans for 150 years. The setting provides a historic and symbolically‐rich environment
for renewal and learning in the midst of the dynamism of the entire Bay Area. The Mission of the NCSIL
is to offer premier programs to expand and enhance the effectiveness of service leaders and further
inculcate service as a hallmark of American values and an integral means to achieving our nation's
priorities.

National Center for Service & Innovative Leadership
Background Statement

November 2012

National Center for Service & Innovative Leadership
Background Statement

November 2012

The Programs
The NCSIL will offer courses in leadership development, research, and convening that inspire individuals
to serve and foster innovation. All NCSIL's programs will reflect a commitment towards embracing,
celebrating, and promoting cross‐sector collaboration.
Leadership Development: A state‐of ‐the art leadership training
center will provide a venue for leaders from all sectors to come
together in new ways to respond to today's unique and complex
challenges. The NCSIL will provide targeted, intensive leadership
development experiences for emerging service‐minded leaders and
offer trainings and service‐learning opportunities to build the skills
necessary to address 21st century challenges.
Research: The aggregate knowledge of the service field is a powerful
resource. A research center will capture and organize best practices
in solving community challenges and provide opportunities to
disseminate and share findings through fellowship programs, lectures
and public events. The NCSIL will act as a platform for showcasing
cutting‐edge research and supporting an ongoing agenda for
academic studies focused on service and social innovation.
Convening: Beautiful meeting space, accessible lodging, and visitor
amenities all nestled in the breathtaking environment of the Presidio
will provide a venue for public, private, and non‐profit leaders to
convene to share information, build relationships, establish common
goals, and celebrate success. The NCSIL in the historic Presidio will
serve as a symbolic, national home for service and as the leading
place for dialogue, research, service‐learning, and activities around a
service theme.
The Presidio Trust will ensure overall excellence of the NCSIL while working with multi‐sector partners to
deliver programs. The Presidio Trust, a federal corporation established by Congress to manage the
Presidio, is itself a powerful example of an innovative public‐private partnership. Its financial approach
and partnership model have been successful in advancing the preservation of the nation's largest and
most complex historic landmark by leveraging private funds to eliminate the reliance on federal
appropriations over time. NCSIL will model this collaborative and creative spirit by convening thought
leaders of today and of the future in a forum that promotes unique approaches to service.
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National Center for Service & Innovative Leadership
Background Statement

November 2012

The Facilities
The Presidio, once the oldest continuously operating
military posts in the nation, is today, a distinctive national
historical landmark with the 75,500‐acre Golden Gate
National Recreation Area, the world's largest national
park in an urban setting. The Presidio is renowned for its
remarkable history, architecture, and archaeology; its
nature and wildlife; its trails; and its unique management
model. Within the Presidio is Fort Winfield Scott, one of
the seven districts that make up this national treasure.
Established in June of 1912 as a coastal artillery base,
Fort Scott housed seventeen Endicott‐era gun batteries
and served as the headquarters for the Coast Artillery
Corps in San Francisco until 1950 and an Army Education
Center until 1994.
The physical layout of the Fort Scott campus lends itself
to a collaborative environment for programs that are
unified thematically and connected, such as conferences
and educational sessions. The core of the campus is
comprised of a horse‐shoe shaped configuration of ten
identical military barracks and the small Fort Scott
Headquarters, Building 1201. These structures surround a large open space. The space is the ideal
setting to foster the collegial and inspiring setting for the dedicated leaders who attend NCSIL. Prior to
the first students coming onsite, these historic buildings require full seismic and systems rehabilitation.

The Plan
The creation of the NCSIL will require an estimated $150 million to execute this bold vision. We aim to
leverage 50% of the funding from federal sources (including The Presidio Trust) with the remaining 50%
from philanthropic contributions. An initial investment of $15 million has been committed by the Trust
board to support building design and construction.
The Presidio Trust is planning three phases of development for the NCSIL. Beginning in 2012, the Trust
and its partners will launch Phase I by rehabilitating a portion of the physical campus and piloting
versions of each of the three priority programs. This first phase will allow the Trust and its partners to
refine and evaluate the approach and establish the foundation of a dynamic center.
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National Center for Service & Innovative Leadership
Background Statement

November 2012

The Presidio Trust is planning three phases of development for the NCSIL. Beginning in 2012, the Trust
and its partners will launch Phase 1 by rehabilitating a portion of the physical campus and piloting
scaled‐down versions of each of the three priority programs. This first phase will allow the Trust and its
partners to refine and evaluate the approach and establish the foundation of a dynamic center.
Phase One
$50 million
• Rehabilitate three historic barracks buildings for office space for partner organizations, classroom
and meeting space, and lodging for 40 executives attending leadership development trainings and
events.
• Create a founding advisory group with multisector representation to provide strategic direction,
programmatic expertise, and increased visibility.
• Pilot two week‐long leadership development courses geared towards emerging service leaders. The
Trust will continue to work closely with partners to begin testing programs this fall. Existing Presidio
facilities can be used for programs while the NCSIL is under construction.
• Build the foundation of a research center with a service‐themed fellowship program.
• Establish service‐learning opportunities for local youth as well as opportunities for returning
veterans.
• Host a public lecture series spotlighting breakthrough ideas in service and social innovation.
• Adopt a governance structure and financing strategy to ensure diverse participation and program
excellence.
Upon full completion in 2020, we believe the NCSIL will be widely recognized as a place where leaders,
practitioners, and researchers across demographics and sectors come together to address our shared
social challenges. Just as our prestigious military academics have come to symbolize the importance of
integrity, professionalism, and commitment to national security, the NCSIL will celebrate and enhance
the longstanding American tradition of providing for our neighbors, our communities, and those in need.

Campaign Planning
This month, with the support of CCS, one of the nation's top fundraising
consultants, we begin an intense three‐month campaign planning
process. The purpose of the process is to assess the best way to
organize and advance the campaign required to make the NCSIL vision a
reality. As we have seen over the course of the Presidio's development,
the success of NSCIL will depend heavily on the partnerships with our
most generous stakeholders, those who have a deep understanding of
the roles of service and leadership in our society and those who seek to
make an impact on the fabric of our city, region, and nation. In advance
of beginning any campaign of this size and magnitude, The Presidio
Trust is grateful for the advice and counsel of its friends to help realize
this vision for our country.
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November 2012
First Name, Last Name
Business
Address 1
Address 2
City, State Zip
Dear [ Salutation]:
The Presidio Trust proposes to establish a National Center for Service & Innovative Leadership (NCSIL.) that will
be located at Fort Scott in the historic Presidio of San Francisco. The NCISL will be an environment dedicated to
providing premier programs to expand and enhance the effectiveness of service leaders and further inculcate
service as a hallmark of American values and an integral means to achieve our nation's priorities.
After much planning, we are embarking on a Campaign Planning study to assess the potential for philanthropic
investment in the vision for NCSIL. We have engaged CCS Fundraising, an international fundraising consulting
firm, to conduct a Planning Study. As part of the study a series of private, confidential interviews will be
conducted with donors and friends of the Presidio Trust, key stakeholders in the service field, and community
members.
We would be grateful if you could take time out of your schedule – approximately 45 minutes – to meet with a
representative of CCS to review and discuss our plans. Your insight and advice will prove invaluable to our
planning process. Please be assured this is not a request for funds. A member of the Presidio Trust staff will
contact you within the next few days to arrange an interview appointment. I have attached a background
statement further detailing our vision and proposed campaign is included; please review this document prior to
your personal interview.
Thank you in advance for your participation. I greatly value your thoughts and guidance as we pursue the vision
of making the Presidio an active symbol of America’s commitment to service and leadership.
Sincerely,

FEASIBILITY STUDY QUESTIONNAIRE

Name:

Address:

City:

Phone:

State:

Zip:

State:

Zip:

Email:

Business:

City:

Interview Date:

Interview Location:

Interviewer:

 In person

 By phone

 Online
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1. What is your relationship with the Presidio Trust?
Board  Fort Scott Council  Staff  Donor  Other 
2. How long have you been associated with the Trust?
< 2 years  2‐5 years  5‐10 years  10+ years 

3. What is your overall perception of the Trust?
Positive 
Mixed 
Very positive 

Negative 

4. How would you rate the Trust in the following areas?
Excellent
a) Leadership

b) Staff

c) Services

d) Community awareness

e) Fundraising


Good






Unsure 

Fair






Poor






Unsure






5. Have you been satisfied with your involvement as a donor or volunteer to the Presidio Trust?
Yes 
No 
N/A 

6. What do you consider to be the key strengths of the Trust?
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7. What aspects of the Trust need to be strengthened or improved?

8. What is your overall reaction to the plan for the National Center for Service & Innovative
Leadership (the Center) as outlined in the background statement you read?
Very positive 
Positive 
Mixed 
Negative 
Unsure 

9. Which of the following traditions of service do you most identify with?
 Civic Engagement
 Civil Service
 Military Service
 Volunteerism
 Philanthropy
 Nonprofit Service
 Corporate Social Responsibility
 National Service
 Social Entrepreneurship

10. What is your reaction to the following needs of the Center as identified in the background
statement?
Very positive
Positive
Fair
Poor Unsure
a) Education





b) Research





c) Convening / Dialogue





d) Recognition





e) A symbolic and iconic ‘home’





for service
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11. What concerns, if any, do you have about the plans for the Center?

12. Do you believe it’s possible to raise $150 million in a campaign (show table of gifts) given the
opportunity for donors to make multi‐year commitments?
Yes 
No 
Unsure 

b) If not, what would be a more feasible or realistic goal? ________________________________

13. Do you believe the Trust should move forward with the campaign?
Yes 
No 
Unsure 

14. Effective leaders are necessary for any campaign to succeed. If you could nominate leaders and
thought leaders for the Center, whom would you suggest?
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15. Strong partnerships will also be necessary to deliver exciting, cutting‐edge, and high‐quality
programming. Whom would you suggest the Presidio Trust build relationships and partnerships
with to co‐develop and develop programming for the Center?

16. Please take a minute to review this list of study participants and the table of gifts. In order to be
successful, gifts at a variety of different levels will be required. In your opinion, who in this
community would have the capacity to make gifts at each of the following levels (over a five‐year
period)?
1.
$5,000,000 +

2.
3.
1.

$2,500,000 +

2.
3.
1.

$1,000,000 +

2.
3.
1.

$500,000 +

2.
3.
1.

$250,000 +

2.
3.
1.

$100,000 +

2.
3.
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17. If a campaign moved forward, would you be willing to consider the following … ?
Yes
No
Maybe
a) A gift to the campaign



b) Serving as a leader







c) Serving on a committee







d) Soliciting gifts from peers







e) Hosting a small reception







f)







Opening doors

18. If you were to consider a gift to the Trust’s campaign, what is most important to you?
Project/Case 
Impact of gift 
Person who is asking 
Recognition 

19. If you were to consider a gift to the Trust’s campaign, what areas of support would be most
appealing to you?
 Supporting leadership development for cross‐sector, purpose‐driven practitioners (e.g.
curriculum development, attendee scholarship fund)
 Funding a research program (endowment, fellowship program, lecture series, etc.)
 Funding the rehabilitation of the historic Fort Scott campus
 Supporting operating costs for the Trust to build the infrastructure necessary to successfully
develop the Center

20. Without making a commitment now, what level gift might you consider if making a pledge to a
campaign over a five‐year period?

21. Where does the Trust fit into your own philanthropic priorities?
High 
Medium 
Low 
N/A 
Highest 

22. Considering your overall philanthropy this year, compared to last year, are you likely to give ____?
More 
Same 
Less 
Unsure 

23. How do your feelings about the economy compare with your feelings a year ago?
More positive 
Same 
More negative 
Unsure 

6

24. Of the following six philanthropic motivations, would you please indicate which corresponds with
your personal reason to give, considering your overall philanthropy? (Check all that apply)
a) You were asked to contribute
b) There is a perceived/real impact of the gift
c) Your religious or moral obligation encourages giving
d) You feel something is owed to the community
e) Your belief that those who have the ability should give to those less fortunate
f) You will receive an income tax deduction

25. Is there anyone not included on this list that you recommend we speak with as part of the study?

26. What additional advice would you give to the Trust as the organization continues to make plans
and preparations for the future?

Director’s Notes
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Preliminary Gift Table
$50,000,000

Gift Level

Number of
Gifts Needed

Total Dollars
at Gift Level

Cumulative
Dollars

A

$10,000,000

1

$10,000,000

$10,000,000

B

$5,000,000

2

$10,000,000

$20,000,000

C

$2,500,000

3

$7,500,000

$27,500,000

D

$1,000,000

5

$5,000,000

$32,500,000

E

$500,000

10

$5,000,000

$37,500,000

F

$250,000

20

$5,000,000

$42,500,000

G

$100,000

50

$5,000,000

$47,500,000

H

Below $50,000

Many

$2,500,000+

$50,000,000+

