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FOREWORD 

 

During the last ~two decades the Higher Education Commission (HEC) of Pakistan has been 

successful in increasing the number of public universities in Pakistan from less than ten to 

over 75. Transformation of these universities to world class institutions will require funds 

many fold greater than those generated from tuition fees and received from the 

government; the tuition fee at public sector universities is too low to cover the education 

expenses and the university education is heavily subsidized by the government. Thus, it is 

critical that universities in Pakistan raise funds and establish endowment funds to provide 

financial assistance to economically disadvantaged students and to add new and upgrade 

the existing programs. 

This resource, developed by the Promotion of Education in Pakistan (PEP) Foundation, Inc., 

New York builds on the “Strategic Fundraising” by Prof. Sir Christopher Snowden, Vice 

Chancellor of University of Surrey, England for UK Universities and the Review of Philanthropy 

in UK Higher Education, by Professor Dame Shirley Pearce. It is designed to support vice-

chancellors and higher education institutions in Pakistan to develop and grow their 

fundraising efforts and draws upon the practical learnings from the PEP Foundation’s SAFE 

Program implemented in 40 Universities within the country.  

Over the following pages innovative case studies from universities across Pakistan illustrate 

how the review’s recommendations can be implemented and how development 

departments can be supported in their activities. 

We hope you find this resource a useful guide in your strategic discussions about fundraising 

in your institution. 
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As teaching budgets and capital spending continue to be cut and research grants 

become more selective, this resource demonstrates how philanthropic giving to 

Pakistani universities can be fostered to sustain and widen research and teaching 

beyond core funding streams. 
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The SAFE Program: 

Student Advancement Fund Endowment (SAFE) 

SAFE is a program of Promotion of Education in Pakistan (PEP) Foundation created to establish an 

endowment fund at each university in Pakistan. The fund is to be used to enhance access of meritorious 

but economically disadvantaged students to higher education and to add new and increase the capacity 

building of existing programs that prepare the graduates for challenges of the 21st century both at home 

and abroad. 

PEP Foundation provides seed money to establish the fund and expects each recipient university to 

celebrate one week each year as the “University Week” during which every student, faculty and employee 

of the university raise funds for SAFE from their family, friends, community and alumni. 

The fund is managed by a Director appointed and supervised by the vice chancellor. A five to seven 

member Board of Trustees appointed and chaired by the vice chancellor overseas the growth and 

disbursement of the fund. Only up to 50% of the annual gains/profit of the fund can be used for financial 

aid to students and capacity building programs of the university that directly benefit students. The 

principal along with the remaining at least 50% of the profit are kept as endowment for year after year 

growth of the fund. 

As of June, 2018, SAFEs have been established at the following 40 universities: 

1. Abdul Wali Khan University, Mardan 

2. Bahauddin Zakariya University, Multan  

3. Bahria University, Islamabad 

4. Balochistan University of Information 

Technology, Engineering and Management 

Sciences, Quetta 

5. Beaconhouse National University, Lahore 

6. Fatima Jinnah Women University, Rawalpindi 

7. Gomal University, Dera Ismail Khan 

8. Government College University, Lahore 

9. Government College University, Faisalabad 

10. Institute of Management Sciences Peshawar 

11. Institute of Space Technology, Islamabad 

12. International Islamic University, Islamabad 

13. Islamia College University, Peshawar 

14. Islamia University of Bahawalpur, Bahawalpur 

15. Khushal Khan Khattak University Karak, Karak 

16. Lahore College for Women University, Lahore 

17. Lasbela University of Agriculture, Water & 

Marine Sciences, Uthal 

18. Mehran University of Engineering and 

Technology, Jamshoro 

19. National Defence University, Islamabad 

20. National University of Science and Technology, 

Islamabad 

21. NED University of Engineering and Technology, 

Karachi 

22. Quaid-i-Azam University, Islamabad 

23. Sardar Bahadur Khan Women University, Quetta 

24. Shah Abdul Latif University, Khairpur 

25. Sindh Agriculture University, Tandojam 

26. The Sukkur Institute of Business Administration, 

Sukkur 

27. University of Agriculture, Peshawar 

28. University of Azad Jammu and Kashmir, 

Muzaffarabad 

29. University of Education, Lahore 

30. University of Engineering & Technology, Lahore 

31. University of Gujrat, Gujrat 

32. University of Haripur, Haripur 

33. University of Health Sciences, Lahore 

34. University of Malakand , Malakand 

35. University of The Punjab, Lahore 

36. University of Veterinary and Animal Sciences, 

Lahore 

37. Government College for Women University, 

Faisalabad 

38. Shaheed Benazir Bhutto University, Nawabshah 

39. University of Agriculture, Faisalabad 

40. PMAS-Arid Agricultural University, Rawalpindi 

 

This resource is designed to support vice-chancellors and higher education institutions in 

Pakistan to develop and grow their fundraising efforts. As teaching budgets and capital spending 

continue to be cut and research grants become more selective, this resource demonstrates how 

philanthropic giving to Pakistani universities can be fostered to sustain and widen research and 
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teaching beyond core funding streams. Over the following pages innovative case studies from 

universities across Pakistan illustrate how the review’s recommendations can be implemented 

and how development departments can be supported in their activities. We hope you find this 

resource a useful guide in your strategic discussions about fundraising in your institution. 

HOW TO USE THIS RESOURCE 

This resource provides case studies, models and checklists to guide Vice-chancellors, as well as 

governing bodies, senior academics and heads of professional services, in their strategic 

discussions when considering how to grow fundraising in higher education institutions. The 

resource is in two parts: 

Part 1:  GROWING THE DEVELOPMENT OFFICE 

• How to strategically align the fundraising function 

• How to establish a fundraising function and develop a fundraising strategy 

• Identifying where the development office sits in the range of fundraising operations and how 

it can be grown to meet the evolving needs of institutions 

Part 2:  EMBEDDING THE PEARCE REVIEW RECOMMENDATIONS 

•   Practical examples and checklists showing how institutions can embed the nine 

recommendations of the Pearce Review that institutions can act on. 

Part 3: FUNDRAISING PRACTICES IN PAKISTAN – AT A GLANCE  

 Review of the current practices in fundraising viewing how the trends can be beneficial for 

the universities to look upon 

Note on language   

There are an increasing number of terms used in reference to fundraising practice. For the 

purposes of this report fundraising refers to the practice of seeking philanthropic donations; 

development refers to fundraising and its related activities, for example alumni relations; and 

advancement refers to the range of activities that promote an institution including fundraising, 

alumni relations, marketing and communications. 

Part 1 

GROWING THE DEVELOPMENT OFFICE 

A key theme running through this resource is the necessity for higher education institutions to 

develop integrated advancement plans– including fundraising, alumni relations and 

communications activities – based on a clear understanding of their own distinctiveness, goals 

and particular opportunities.  
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Institutional planning 

Effective development work is a team effort and the work of each individual team member should 

contribute to their team plan; the fundraising plan should be integrated into the overall 

advancement plan and this in turn should align with the institution’s wider strategy and mission. 

A distinctive and compelling fundraising case for support – why and what an institution is 

fundraising for – derives directly from institutional priorities and mission. It is not simply a wish 

list of desirable projects, but a clear articulation of how philanthropy can play a critical part in 

delivering the institution’s strategic vision and goals. 

 

Figure 1 Institutional Planning Process 

Fundraising strategy 

This section looks at how to establish a fundraising function and develop a fundraising strategy. 

This section provides a suite of materials entitled Fundraising Fundamentals for vice-chancellors 

and newly appointed development directors to guide them in the process.  

What are the benefits of fundraising? 

• Philanthropy provides flexible income to support the projects and activities that core funding 

often cannot finance. 

• Philanthropy enables universities to build on their strengths, enhance student experience, 

extend research programs and create the best possible environments within which people can 

excel. 

• Philanthropy builds networks of friends and supporters who contribute to the long-term 

wellbeing of the university in ways beyond their financial contribution. 

THE IMPORTANCE OF ALUMNI RELATIONS 

Institution 
Mission/Vision

Institution Strategy 
and Plans 

Advancement 
Plans 

Fundraising plans

Individual team 
members’ personal 
development plan
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While the focus of this resource is fundraising, the link with alumni relations is fundamental and 

often precedes the development of the fundraising function. As such, it should demand attention 

when thinking about fundraising start-up, growth, strategy and vision. Alumni today want to 

engage with, participate in and speak to their university or college. As such they have a vested 

interest in the welfare of their alma mater. Just as commercial companies need to listen and 

adapt to their customers to remain competitive, universities and colleges must actively involve 

their alumni in the life of the institution. When they do so, they will see a return on investment 

that benefits the entire institution. 

What can alumni relations offer?  

Often alumni relations is treated as a stand-alone activity, divorced from other institutional 

advancement endeavors. Whereas an integrated, strategic approach can reap significant financial 

and non-financial dividends: 

Financial 

 Sustaining an institution through donations and volunteering 

 Sponsoring research, student projects or courses 

 Commissioning consultancy 

 Leaving legacies 

 Participating in peer-to-peer fundraising 

Partnerships 

• Brokering introductions to create new partnerships for the university with their 

employers, 

• governments and other affiliated organizations 

• Guidance and support when entering new markets or territories 

• Supporting student recruitment both at home and overseas 

Expertise 

• Providing expert advice and guidance to the university's leadership 

• Providing case study material or guest lectures to enhance teaching 

• Providing careers advice, mentoring or internships to current students 

• Playing a key role in governance structures 

• Taking part in focus groups for new communications materials, fundraising activities or 

alumni services 

Brand awareness 

• Helping to build and shape an institution’s brand 

• Contributing to the positive international public profile of the university 

• Contributing to the positive online profile of the university 

 

Many alumni offices wait until students are in their final year before they begin to engage them. 

But awareness should be built from the moment the student arrives on campus – students remain 
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for a few years, but being an alumnus is lifelong. Keeping in close contact with alumni is an 

effective means for institutions to cultivate their alumni community and continue to receive their 

support. If a college or university wants to connect with its alumni, it has to engage with them 

actively and genuinely. An academic degree is a transformative experience, and not purely from 

an intellectual perspective; it can impact on many aspects of an individual’s life. Therefore, it is 

important to harness enthusiasm among alumni, to establish a sense of belonging, and to nurture 

a lifelong relationship.  

KEY DRIVERS OF FUNDRAISING SUCCESS 

1. Involvement of the senior leadership is crucial, as is engagement with the wider 

academic community. 

2. Fundraising is an organizational commitment. 

3. Every institution is different and one size does not fit all. Accordingly fundraising 

should be based on a distinctive identity, mission and history. 

4. Fundraising is fundamentally about relationships and for donors to keep giving they 

need be actively engaged. 

5. Fundraising should be sustained and consistent – it is for the long run. 

 

 

1. Involvement of the senior leadership is crucial, as is engagement with the wider 

academic community.   

Development needs the vision, endorsement and involvement of the institution’s leadership in 

order to be successful. Without it, the effort will lack credibility and will fail. Fundraisers also 

need the support of the wider academic community to generate project ideas, inspire and engage 

potential donors and steward those who have given. 

2. Fundraising is an organizational commitment.   

Development activities are not confined to the development office but demand the expertise and 

commitment of staff across the institution. These activities should be in line with institutional 

strategy, with clear priorities and Key Performance Indicators (KPIs). 

3. Every institution is different and one size does not fit all. Accordingly fundraising should 

be based on a distinctive identity, mission and strategy.   

Fundraising is not an exact science. What works at one institution may fail at another. Practice 

will need to be modified and adapted to suit the individual characteristics, resources and 

audiences of an institution. The scale of activities should also be proportionate to the size of the 

institution and the market it is operating in. A recently established institution will have a younger 

alumni profile, less able to give large gifts, whereas a college offering vocational courses may 

have excellent relationships with local industry. Therefore, activities should be rolled out in a 

considered manner, constantly evaluating and refining activity  

4. Fundraising is fundamentally about relationships and for donors to keep giving they 

need be   actively engaged.  
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Fundraising approaches vary from type to type (corporate, individual or trusts and foundations) 

and from culture to culture, but the basic tenets of approaching and asking for support remain 

the same: research, plan, cultivate, solicit, thank and steward. 

5. Fundraising should be sustained and consistent – it is for the long run.  

Philanthropic income will not flow into the institution from the start. It takes a considerable 

length of time to identify, cultivate and solicit donors, whether they are giving small amounts on 

a regular basis or making major donations. Like many fledgling businesses, a new development 

office may take up to three years to generate a return on investment. 

Developing the strategy 

The initial point for any successful fundraising program is an awareness of the institution’s 

starting position. A vice-chancellor needs to know what they have to work with to achieve their 

goals and where the gaps are: 

• Do you know what you will be fundraising for and why? 

• Where do you need to target your investment? 

• Do you have the procedures and policies in place to provide a stable backdrop for 

fundraising? 

Figure 2 below is a standard planning cycle that can be used in most business contexts and which 

has been adapted for fundraising planning.  

 

Figure 2: The Standard Planning Cycle 

Keep investing  

Phase 4: Allocating resources and monitoring

Budget Monitoring Evaluation

Phase 3 : Developing the Strategy

Fundraising goals 
Fundraising 
Objectives

Investment 
Calculation 

Risk Management 
Targets, KPIs and 

balanced scorecard 
Activity Plans 

Phase 2 : Reviewing the environment

SWOT/PESTLE 
Analysis,portfolio,
stakeholder etc

Benchmarking Assumptions

Phase 1: Setting your goals 

Mission Institutional Planning
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As development activity gains momentum, wise and timely investment is required. Insufficient 

or inconsistent investment can create a stop-start effect that stifles progress by stalling 

momentum. This is particularly frustrating for donors, who will take longer to become engaged 

at the next attempt. Investment should be proportionate and reflect the success and relative size 

of the institution. 

STAGES OF DEVELOPMENT 

A fundamental challenge facing vice-chancellors is deciding where, when and how to invest in 

their development function. Where to invest will depend on the type of funding required; this in 

turn is driven by the institutional priorities that require development support. When to invest will 

be driven by an institution’s own distinctiveness – for example, its history, particular 

opportunities, and supporter profile and development office experience. Benchmarking and data 

analysis will provide the empirical rigor on which to base these decisions and this is discussed 

in the section on data and benchmarking. How to invest will depend on the resources available; 

again the evidence base for those decisions is discussed in the section on data and benchmarking. 

However, there are broad trends in the evolution of development offices and these are described 

here, along with tactical questions to be asked when considering resourcing the development 

function. Building a team of qualified fundraisers has been challenging for many higher 

education institutions due to reduced budgets and market demand for experienced development 

officers. A shifting landscape of institutional funding requirements and changing donor trends 

can mean activity is reactive and lacks focus. Understanding the potential trajectory for a 

development office can help guide some of those decisions. 

Factors Affecting Successful Fundraising 

While some institutions have achieved success in attracting philanthropic support, many are still 

struggling to succeed. This raises the following question:  

• What is the formula for a successful higher education institution philanthropic approach? 

• How should these institutions organize, structure, function and strategize to draw public 

attention?  

To answer these questions, we must “unpack” the elements of a fundraising program found in 

the literature and examine their contributions to fundraising success. Figure 3 shows the 

framework conceptualizing a university’s philanthropy action. The framework was derived from 

the combination of two sources: first, research on open systems theory for fundraising and the 

factors influencing organizational fundraising success and second, research on social exchange 

theory for fundraising.  

Research on open systems theory suggests that to achieve successful fundraising, the 

organization needs to become connected with its external environment and to operate in a 

management structure by understanding its mission. This approach allows us to examine 

institutional readiness and efforts towards successful fundraising through the institutional 

advancement structure. Subsequently, according to the concept of reciprocity within social 

exchange theory regarding fundraising, the university must understand donors’ behaviors. The 

success in raising funds is determined by the ability to maintain and nurture social 

relationships. Reciprocity is a significant element in the fundraising activities that help us 
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explore the social exchange activities between the universities’ sharing of its needs and the 

donor’s and prospective donors’ response to the request. 

 

Figure 3: Conceptualization framework of universities’ philanthropy action 

 

Setting Appropriate University Fundraising Fundamentals  

The first step towards successful higher education philanthropic fundraising is setting 

appropriate fundamentals. Effective fundraising is built on organizational strengths and that 

organizational weaknesses and vulnerabilities can undermine fundraising efforts. It is suggested 

that for the fundraising initiatives to succeed, universities need to capitalize on the strength of 

an open systems orientation and move away from an “ivory tower” approach. In addition, 

installing effective fundraising governance is a key element for success. For the fundraising plan 

to be carried out effectively, a well-defined and enforced policy must be put in place. This 

includes clear policies and procedures that will enhance donors’ confidence in the university’s 

management of philanthropic funds. Allen Consulting Group (2007) in the book. Philanthropy in 

the Higher Education System; emphasized the creation of a development professional position as 

a senior position in the university hierarchy and a dedicated development office to champion the 

fundraising arm of the university. They also stressed the importance of transparent governance, 

such as the investment of philanthropic funds. This finding signals that to build donors’ trust and 

confidence, the university must demonstrate sound management of philanthropic giving and 

make such management visible to the public. Other important elements for fundraising success 

are accountability and ethics in fundraising. Of note, a well-defined policy demonstrates 

accountability and integrity in fundraising. Openness and accountability in the university 

accounting system are also important. Two important elements of ethics in fundraising are 

relationships and trust.  

 

Institution 
Philanthropy 

Actions 

Institution 
Advancement 

-Accountability 

-Fundraising effort

-Readiness

-Institutional Capacity 

-Management 

-Fundraising History 

-Sources of Support 

Institutionaal 
Internal 
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-Staff 

-Retiress

Institutional 
External 
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-Private Individual 

-Trust/ Foundation 

Institutional 
environment

External 
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Establishing the Appropriate University Environment   

The Internal Environment  

Most scholars have reported that the organization’s senior leadership, governing body and board 

members’ participation in the planning and fundraising activities are essential for fundraising 

success. In this regard, the importance of the active participation and full support of the Vice-

Chancellor and other senior university leaders in promoting the university to solicit support from 

prospective donors were emphasized. Successful fundraising also depends on the effectiveness 

of the organization’s human resources. On this point, conducting fundraising based on limited 

resources guarantees only diminishing results. A strong governing board, professional 

development, a good CEO and staff are assets to the fundraising process. In addition, an 

important aspect of good fundraising management is recognizing the effort exerted by internal 

staff in facilitating gifts and encouraging volunteerism, because as personal donors’ involvement 

in the cause increases, the relationship becomes stronger. Alumni are one of the major financial 

supports for their Alma mate. Helping alumni stay connected to the institution and including 

alumni in the life of the institution are remarkable ways to obtain future support.  

The External Environment  

To be successful in fundraising, the organization must connect with its external environment and 

accommodate the changing trends of that environment. The number of volunteers engaged and 

philanthropic dollars raised are reflections of organizational success in understanding the 

university’s external environment. This factor suggests that donations and future support depend 

on donors’ and prospective donors’ perceptions of the organization’s efforts to build a 

relationship with them and the organization’s adaptation to change to meet social needs. 

Government decisions on rules regarding tax exemptions for donations to higher education 

institutions and the provision of matching grants to complement the university’s philanthropic 

efforts are found to stimulate the culture of giving. Government participation in promoting the 

culture of giving to higher education is another essential element for success in fundraising.  

A note on classification of institutions  

When classifying institutions and their philanthropic programs, a number of approaches have 

been taken from the methodology used in the Pearce Review (pre-1960, 1960s, 1990s etc), the 

Ross-CASE Survey (mission groups) and latterly the latent class analysis approach developed in 

the 2011–12 Ross-CASE Survey (Fragile, Emerging, Moderate, Established and Elite).  

The categorization of development offices (Emerging, Moderate, Developed, etc) can be loosely 

viewed as a continuum that institutions can move along regardless of mission, date of 

establishment and so on. This is helpful when encouraging institutions to invest in the next stage 

of development. 

As with all approaches to classification, it is a blunt tool and there are some anomalies and 

inconsistencies. Therefore, it should be seen as a guide rather than a definitive model. The 

groupings’ characteristics here are drawn from the 2012–13 Ross-CASE Survey 
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Fragile Characteristics 

Institutions in this fundraising group tend to have a minimal return on investment, often 

spending more on fundraising activities than they receive as funds. Income is low compared to 

the other groups and they have few donors and alumni that make donations. The number of 

fundraising staff is also the lowest of all the groupings. 

Challenges and opportunities to develop  

Fundraising in this cluster tends to be reactive and is usually not strategic. The issue is not that 

these institutions do not have enough potential donors but that they do not know who they are 

or how to engage them. To meet their philanthropic goals, they need to install systems, processes 

and people to involve donors in the life of their institution. What would this look like and what 

is the minimum structure to actively engage supporters in development? An institution’s chosen 

model will depend on factors such as the organization’s management structure, its culture and 

strategic goals.  

However, there are some basic principles for institutions to implement in order to grow to the 

next level: 

• The new office will require a leader to set strategy, direct activity, manage resources, and 

ensure targets are met. The development leader should have regular, direct 

communication routes to the institution’s leader and fully understand the vision and 

priorities set by the vice-chancellor. 

• Prospect research and data management are cornerstones of the office structure. You 

cannot fundraise without good data that is effectively managed and continually 

improved. 

• The development office’s administration and financial accounting activities need to be 

exemplary in order to ensure legal and financial obligations are met. While this function 

may not require a dedicated post at first, assigning responsibility for this area should be 

a priority 

 Alumni are top donor prospects. Therefore, any development office will need a function 

that links alumni and fundraising. 

• Finally, these people and systems are there to support development officers who are 

raising funds in line with the fundraising strategy for institutional priorities. 

The following groupings – Emerging, Moderate and established fundraising programs – can 

be seen as forming a continuum, with the universities having less developed fundraising 

programs falling into Emerging and those with a more developed program into Established.   

Emerging Characteristics  

The higher education institutions that fall into this category; have less developed programs 

but good returns on investment, a small number of donors and only a small proportion of 

alumni- made donations. These universities have only a small number of staff engaged in 

fundraising. 
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Challenges and opportunities to develop 

Higher education institutions may have a wealth of constituents, their alumni, but their large 

number is meaningless unless they are being cultivated through face-to-face meetings. To 

develop to the next stage requires investment in development officers who can go out and 

meet alumni and prospects.  

At the same time, as institutions involve more people in the fundraising process, it is critical to 

have a comprehensive system for managing prospects as well as the systems in place to 

coordinate the institution’s fundraising efforts. Therefore, attention should be paid to improving 

the pipeline of prospects, from individuals giving small monthly amounts through to qualified 

prospects. 

Moderate Characteristics 

This group has a healthy ratio of fundraising investment per pound received, moderate levels of 

funds secured and cash received, and a higher number of alumni making donations than in 

emerging fundraising programs. This group has a substantially higher number of staff involved 

in fundraising than in the lower groupings. 

Challenges and opportunities to develop  

Once the basic functions are in position, the office structure can expand to embrace specialists 

in the different donor categories. These may include: 

• Events 

• Annual fund 

• Trusts and foundations 

• Corporations 

• Major gifts 

• Statutory or government and lottery funding 

• Legacies 

• Volunteer programs 

Established Characteristics 

Institutions in this cluster secure substantial levels of new funds and cash income; they invest 

little in relation to the amount of money they secure; they tend to receive large gifts and have a 

higher number of donors and a higher number of alumni that make donations. The number of 

staff dedicated to fundraising activities is higher than in the preceding groupings. 

Challenges and opportunities to develop  

As complexity and scale increase, common challenges for this group are issues relating to 

diversification, notably hub and spoke models, income generating units and partner fundraising.   

Elite Characteristics 

The Elite group includes fundraising programs that are performing very well, albeit across the 

institution as a whole; there may be some variations at college level. They represent a step-

change in fundraising with a much better ratio of fundraising investment per pound, substantial 

levels of new funds secured and cash income received. They also have by far the largest number 

of staff involved in fundraising activities 
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What conclusions can be drawn? 

• Fundraising is a contact sport – it requires people and resources. 

• The more you invest, the more you get out. 

• Fundraising requires consistent investment over time 

 

PART 2 

EMBEDDING THE RECOMMENDATIONS 

The 2012 Review of Philanthropy in UK Higher Education made 14 recommendations to the UK 

higher education sector and UK government. The PEP Foundation believe these nine 

recommendations can form the basis for Pakistan as well. 

Higher education institutions: 

• should develop institutional advancement plans based on a clear understanding of their 

own distinctiveness, goals and  particular opportunities 

• have a responsibility to engage actively with external supporters 

• should work with donors to create imaginative local opportunities for challenge funding 

• should have clear processes and governance mechanisms for acceptance of gifts as part 

of their normal ethical and risk  management frameworks 

• should identify champions of advancement 

• should strengthen their governing bodies’ competence and understanding of institutional 

advancement 

• should consider how best to embed fundraising within their infrastructure 

• should make better use of data and benchmarking analysis 

• should take active steps to grow a culture of philanthropy in their communities 

 

The remainder of this resource expands on each of these nine recommendations with a brief 

explanation of its contribution to institutional advancement and a checklist to aid vice-

chancellors in their discussions. 

 

Recommendation 1: 

HIGHER EDUCATION INSTITUTIONS SHOULD DEVELOP INSTITUTIONAL ADVANCEMENT 

PLANS BASED ON A CLEAR UNDERSTANDING OF THEIR OWN DISTINCTIVENESS, 

GOALS AND PARTICULAR OPPORTUNITIES. 

Traditional advancement programs focus on mass participation and engagement: encouraging 

graduates to do something for their institution. 

Similarly, development programs have tended to raise funds for a pick and mix of academic 

projects, with institutions not knowing how much money they want to raise or why they need 

philanthropic investment at all. However, increasingly university leaders are asking, ‘What role 

will development play in our strategy?’ 

Development should not be an exception to strategic planning. The purpose of a strategic plan 

is to respond effectively to the forces, challenges, and opportunities higher education institutions 
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face; it is an articulation of core values; it prescribes the direction of travel; and is a means of 

setting priorities.  

Therefore, the development plan will depend on the type of fundraising an institution needs to 

fulfil its strategic objectives. The strategic planning process should bring this to the fore and will 

ensure that the advancement plans are aligned with the institution’s strategic plan. For example, 

the structure, goal and activities of the development office will look very different depending on 

if an institution’s goal is unrestricted income, capital funding priorities, or mass engagement. 

This assumes that the institution has an established development office, which can flex its 

muscles in different directions, depending on the institutional goals and the expertise of the 

development office. It is worth noting that a nascent fundraising office, which will still need to 

align its direction with the institutional strategy, will have less experience and knowledge and 

therefore should be mindful of setting realistic expectations. Accordingly, the first step is to 

define institutional priorities. As part of the planning discussion, an institution needs to identify 

what role the development office should play in achieving these goals. This should be tempered 

with an understanding of the realistic capabilities of the development office and the potential of 

its prospective donor base. 

Before implementing the strategic plan, performance measures should be identified to hold the 

development office to account and to demonstrate that the plan is being accomplished.  

Fundraisers need to know what they are fundraising for. Aligning fundraising outcomes to the 

institution’s priorities helps set the office’s goals and guides the allocation and management of 

financial and human resources. In addition, this linking of outcomes to priorities makes it easier 

for faculty, administrators, governing bodies, and other constituents to see how development 

can contribute to the strength and direction of the university. 

Large views always triumph over small ideas. ‘Winston Churchill  

Strategic planning is a disciplined effort to produce fundamental decisions and actions that shape 

and guide what an organization is, what it does, and why it does it.’ JM Bryson in Strategic 

Planning for Public and Nonprofit Organization 

 

CHECKLIST: INSTITUTIONAL PLANNING 

Strategic planning in higher education institutions is particularly complex given the divergent 

stakeholder groups involved. Therefore, the following checklist is not intended as a planning 

aide memoire, but rather as a prompt to discussion when seeking to align advancement plans 

with institutional plans.  

Vision and mission 

• Can the institution articulate its mission, vision and distinctive identity? 

• What role can development play in achieving the vision? 

• Does the development plan link to other business plans? 

• Were all stakeholders, including alumni and donors, included in the development of the 

strategic plan? 

Reviewing the environment 

• Do you know who your stakeholders are, including students, alumni and donors? 

• What are the key uncertainties in the philanthropic market? 

• Is the institution ready to integrate development into the strategic plan? 
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Developing the strategy 

• Do the development plans reflect your institution’s distinctive identity? 

• Are the development plans sustainable, consistent and designed for the long term? 

• Do the investment calculations contain rigorous risk analysis and measurable return on 

investment indicators? 

• Do the plans contain SMART metrics that feed into your institution’s balanced business 

scorecard? 

Allocating resources and monitoring 

• Has the plan been communicated across the institution as well as to alumni and donors? 

• Does everyone know what they are responsible for? 

• Is there synchronization between advancement plans? 

• Can you assess progress in implementing the strategic plan and, where objectives are not 

being met, how your program proposes to proceed? 

 

Recommendation 2:  

HIGHER EDUCATION INSTITUTIONS HAVE A RESPONSIBILITY TO ENGAGE ACTIVELY 

WITH EXTERNAL SUPPORTERS 

Higher education institutions need to have good external relationships that will give them a 

competitive edge as well as carry them through the challenging times. 

The reality is that business relationships and donor relationships are just like any other 

partnership: they require effort to maintain and they must be mutually beneficial. This process is 

often referred to as the ‘donor cultivation cycle’. The process has four fundamental phases: 

• Identification and research: who will you ask and what will you ask for? 

• Cultivation: building relationships and preparing to make the ‘ask’ 

• Solicitation: making the ‘ask’ 

• Stewardship: recognition and continuing to engage donors 

Identification and research 

This stage is about gathering and analyzing information on prospective donors and funding 

priorities. As noted previously, fundraisers can only raise money if they know what they are 

fundraising for. Institutions need to identify the projects for which they wish to raise funds and 

to assess how they might appeal to donors. Fundraising is most effective when it aligns with the 

institution’s distinct mission, identity and strategy. The institution will also need to identify who 

it wants to ask for support. Prospect research is an essential component of the cultivation cycle. 

It provides fundraisers with the information and tools they need to build relationships with 

donors. The more you know about a prospect, the easier it is to match the potential donor to the 

right project. It is important to note that a donor is not always an individual. It will be a person 

that is cultivated, asked and stewarded but their motivation for giving might be their business 

interests rather than personal passions. Sometimes the company is the giving mechanism but it 

is the fact that the company’s strategy overlaps with that of the institution that is the driver. 
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Cultivation 

Cultivation strategies are based on the information that is gathered in the identification phase. 

Cultivation refers to the methods used to build a relationship with a donor, from initial contact 

through to their active engagement with the institution. A rough rule of thumb is that the more 

senior the prospect and the larger the gift, the greater the amount of one-to-one time a prospect 

will expect from the senior leadership of the institution. 

Solicitation 

In this phase the ‘ask’ is made. There are a number of ways to achieve this: direct mail, telephone 

fundraising, face-to-face solicitations, peer asking, as part of a legacies campaign or through 

online communication. This can be an involved process with a need for due diligence, so it is 

important to have the appropriate mechanisms already in place. For smaller and regular gifts, it 

is important to have robust financial systems that can cope with peaks in giving and provide 

donors with reassurance that their donations are being handled in a professional manner. 

Stewardship 

It is far more likely that an existing donor will give again than a non-donor will begin giving. 

Therefore, good stewardship is essential and makes sound financial sense. Stewardship is about 

maintaining and evolving long-term relationships with donors and it is a shared responsibility of 

everyone involved in the process. Effective stewardship will ensure that the donor knows their 

gift is valued and put to good use, creating a feeling of positivity and warmth toward the 

institution. By investing wisely in stewardship an institution can keep donors engaged in a 

donating cycle and encourage them toward regular repeat giving. 

Stewardship is about maintaining and evolving long-term relationships with donors and it is a 

shared responsibility of everyone involved in the process.’ 

 

CHECKLIST: BUILDING RELATIONSHIPS  

Institutions need to ensure they are communicating, engaging and building lasting relationships 

with their external supporters. The following checklist will help vice-chancellors and their 

institutions reach out to their stakeholder communities. 

• Has the institution identified the programs, projects and types of philanthropic support it 

requires? 

• Do these reflect the institution’s mission, identity and strategy? 

• Does the institution understand how and why these programs will appeal to donors? 

• Does the development department have the skills, knowledge and experience to engage 

donors? 

• Does the development department know who the right donors are, what motivates them 

and what their expectations are? 

• Is the leadership of the institution committed to engaging with donors, including face-

to-face? 

• Is this commitment reflected in the wider academic and student community? 

• Does the development department have support across professional and academic 

departments? 

• Does the development department have a database able to segment and target donors, 

record interactions and provide monitoring reports in an effective manner? 



19 
 

 

• Is the institution able to engage donors beyond just asking for money, for example 

mentoring, internships or career advice? 

• Are there opportunities for using gifts to leverage other funds from philanthropy, 

government funds, research funds or the institution’s own reserves? 

• Does the development department have a stewardship program with appropriate activity 

to the level of donations? 

• Does the institution have rigorous systems for processing gifts efficiently and promptly? 

• Does the institution have a policy for naming opportunities? 

• Does the institution communicate, recognize and celebrate the generosity of its donors? 

• Does the development plan contain SMART metrics for external engagement that can 

feed into the institution’s balanced business scorecard? 

 

Recommendation 3: 

HIGHER EDUCATION INSTITUTIONS SHOULD WORK WITH DONORS TO CREATE 

IMAGINATIVE LOCAL OPPORTUNITIES FOR CHALLENGE FUNDING 

Matched funding schemes have proved to be effective for capacity-building to raise income, 

incentivize giving, contribute to the development of a philanthropic culture and provide an 

innovative funding model for higher education institutions to consider as part of their fundraising 

repertoire. These types of partnerships serve as powerful incentives for institutions to leverage 

funds.’  

The history of philanthropy suggests that donors will make private gifts to higher education 

without the incentive of a matched funding program. However, an opportunity to increase the 

value of a gift provides donors with a potent enticement to support an institution. The concept 

of matched funding is not new or unique and schemes have been successfully run throughout 

the world. Research consistently shows that these types of partnerships serve as powerful 

incentives for institutions to leverage funds from private sources, and those institutions that 

utilize matching funds maintain a competitive advantage over their peers. Also matched funding 

schemes usually show an excellent return on investment. Matched funding programs vary 

depending on the funder mix, sector, beneficiaries and aims of each initiative. 

However, the underlying principle remains the same: the scheme offers to match private gifts 

made to an institution – at varying ratios – from one or a combination of the state, business, 

private individuals or the institution itself. 

Along with opening up private support, such schemes can also be used to build strategic links 

between institutions and their constituencies; embed a culture of giving among alumni, staff and 

students, which in turn will help strengthen the pipeline of potential future donors; stimulate 

donors and development offices to raise their sights; and finally add clarity and robustness to an 

institution’s donor stewardship processes. 

CHECKLIST: CHALLENGE FUND  

The following checklist will help institutions assess their capacity to take part in a matched 

funding scheme. Can the institution articulate its mission, vision and distinctive identity? 

• Has the institution identified a program or initiative that is appealing to donors? 

• Is the program fully coasted (i.e. what is the target?), is it achievable and will it be seen 

to be achievable by potential donors? 
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• Has the institution identified a challenge fund partner, what are they expecting to get 

out of the partnership and can the institution satisfy their expectations? 

• Has the institution done the necessary due diligence on the matched funder? 

• Does the institution know who its potential matching donors are? 

• Do the investment calculations contain rigorous risk analysis and measurable return on 

investment indicators? 

• Do the plans contain SMART metrics that feed into the institution’s balanced business 

scorecard? 

• Will the challenge be communicated across the institution as well as to donors? 

 

Recommendation 4:  

HIGHER EDUCATION INSTITUTIONS SHOULD HAVE CLEAR PROCESSES AND 

GOVERNANCE MECHANISMS FOR ACCEPTANCE OF GIFTS AS PART OF THEIR NORMAL 

ETHICAL AND RISK MANAGEMENT FRAMEWORKS 

Philanthropy plays a vital role in supporting the work of universities in opening doors to 

education; fostering just, sustainable and civil societies; and seeking solutions to many of the 

world’s most pressing problems. 

This support also plays an increasingly important part in helping to maintain the Pakistani higher 

education sector’s global reputation for excellence. The development of philanthropy must be 
guided by clear policies and procedures to protect all concerned: institution, donor and 

beneficiaries.  

 

CHECKLIST  

ETHICAL PRINCIPLES and GUIDELINES  

The development of philanthropy as a vital income stream needs to be guided by clear policies 

and procedures with regard to the criteria that determine whether any particular donation should 

be accepted. As independent institutions, it is right that each university makes its own decisions 

in this area in the light of its own circumstances. 

The 10 principles are: 

1. Universities should seek philanthropic support which is aligned with their values, 

strategic goals and financial needs, as a legitimate, sustained and vital component of 

their income. 

2. Ethical guidelines for the acceptance of such gifts in any institution should be available 

in the public domain. 

3. Impartial, independent research, scholarship and teaching are the basis for the 

furtherance of knowledge. Universities should not accept philanthropic gifts if this is not 

clearly understood and accepted by all parties. 

4. Universities are charitable bodies and must observe the requirements of charity law and 

other relevant legislation in relation to the receipt and expenditure of funds. Ultimate 

responsibility regarding the acceptance and refusal of donations rests with the governing 

body of each university. 

5. Where the authority for the acceptance of donations is delegated to the vice-chancellor 

and other senior academics or officers, that authority should be explicit and the 
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responsibility of those accepting gifts to implement the institution’s detailed ethical 

policies and procedures on donations must be clearly understood and consistently 

applied. 

6. Universities should take all reasonable steps to ensure that they are aware of the source 

of funding for each gift, and have processes in place to satisfy themselves that the funds 

do not derive from activity that was or is illegal, or runs counter to the core values of 

impartial, independent research, scholarship and teaching. 

7. Discussions with potential donors that are likely to give rise to significant public interest, 

or which raise complex questions with regard to acceptability, should be considered at 

the earliest   stage possible by the appropriate decision makers who should be fully 

informed of the purpose and the background to the donation and the source of funds.  

8. The legal and reputational rights of potential donors should also be considered as part 

of any due diligence undertaken in assessing the acceptability of a proposed donation. In 

this regard, a clear distinction should be drawn between rumor or speculation and 

matters of confirmed fact or legal finding, whilst also accepting that institutions may wish 

to consider the reputational risks that could be incurred through public perception of any 

particular donor. 

9. Donors must accept and, for significant gifts (as determined by individual institutions), 

sign appropriate gift agreements to confirm that the management and governance of 

programs funded through benefaction rest solely with the university. Individual 

institutions typically choose, without undermining this core principle, to offer donors 

opportunities for continuing engagement with the activities that they have funded. 

Universities should employ their standard procedures relating to recruitment, admissions, 

hiring, promotion, procurement, management and governance for all research, teaching, 

outreach, capital development, or student scholarship programs funded by gifts. 

10. Universities should have procedures in place for reviewing and reconsidering previous 

decisions taken in good faith relating to the acceptance of particular gifts if subsequent 

events or the subsequent availability of additional information require it. The response 

to such circumstances should be transparent and proportionate to the particular 

circumstances that have arisen. 

11.  

Recommendation 5:  

HIGHER EDUCATION INSTITUTIONS SHOULD IDENTIFY CHAMPIONS OF ADVANCEMENT 

Vice-chancellors, deans and faculty members have a crucial role to play in developing 

philanthropic support for an institution and the current financial climate requires the skills of 

both the academic and the fundraiser. Philanthropy can never be a quick fix for a department’s 

funding gap, but if developed in a focused, strategic manner with the active participation of the 

faculty and its leadership, fundraising can strengthen research and teaching programs, increase 

the profile of a faculty, encourage greater participation by alumni and enlarge the pool of donors. 

Donors are increasingly knowledgeable and involved in their giving and this has affected what 

they expect to see in return. They are looking for impact, greater accountability and results. 

Academics can best articulate the vision for their research program, project or faculty with 

passion, authenticity and clarity; they have greater credibility with the donor; and they are best 

placed to track, evaluate and report on the results of the donor’s support. 

Accordingly, academics are an essential link between the institution and the donor, illuminating 

what makes a university special and what a donation could achieve. Development departments 
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and institutional leadership need to be able to articulate the importance of the academic 

champion and the role they can play throughout the fundraising process. The following figure 

shows the seven steps in securing a donation and the function an academic can play in its 

success. 

 

 

Figure 4: The seven steps in securing a donation 

 

CHECKLIST: IDENTIFYING CHAMPIONS OF ADVANCEMENT 

Faculty members can be vital in mobilizing support for their students, research and the institution 

as a whole. They are ideally placed to convey the values and substance of education with passion 

and authenticity. 

Successful fundraising is therefore a partnership between development professionals and 

academics where each needs the other to help meet their goals. The following checklist will help 

institutions identify, nurture and develop academic champions of advancement. 

• Is fundraising included in the institutional strategy – will it give development credibility 

and value? 

• Can senior leadership articulate the role and importance of fundraising in that strategy, 

inspiring the wider academic community to make it part of their department’s activities? 

• Does the institution have a mechanism for identifying fundable projects and academics 

who are willing to engage with donors? 

• Is fundraising included in a range of communications to promote the value of 

development and to dispel some of the myths about philanthropy? 

• Is there a forum for development and academic staff to discuss faculty goals, plans and 
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projects and the role fundraising can play in delivering them? 

• Do academics have a voice in deciding those fundraising priorities? 

• Are academic and professional staff empowered to act and become involved in 

fundraising? For example, institutions should: 

 create an environment where staff can bring creative, innovative ideas or news 

of funding opportunities 
 encourage faculty to pass on contact details of potential donors they have met 

through their networks and engage them in  their cultivation 

 ask staff who travel to visit alumni and donors 

 encourage faculty members to lend authority to proposals by supplying quotes and 

endorsement, particularly on impact 

 ask academics to advocate on behalf of fundraising at events, in communications or 

with one another 

 contribute the latest research news or achievements for use in communications 

• Do staff receive fundraising training? It is important to train anyone who will represent 

an institution; this is also true of development.   

• Does the institution recognize and celebrate philanthropy and academic and professional 

staff’s involvement in it? 

 

Recommendation 6:  

HIGHER EDUCATION INSTITUTIONS’ GOVERNING BODIES SHOULD STRENGTHEN THEIR 

OWN COMPETENCE AND UNDERSTANDING OF INSTITUTIONAL ADVANCEMENT 

Increasingly, vice-chancellors are looking to their governing bodies to take a more substantial 

leadership role in their complex institutions as they face unprecedented change. Virtually every 

higher education institution board is looking at the sustainability of its financial model. The effort 

to continue fulfilling their missions in the face of decreased funding has led many universities’ 

boards to make fundraising a priority. 

Members of governing bodies are chosen for their diverse skills and backgrounds. In North 

America this is referred to as ‘work, wisdom and wealth’. Does your potential board member have 

the time to devote to the demands of board membership (work); do they have the necessary skills 

or fill a specific skills gap (wisdom); and can they make a gift or leverage support from elsewhere 

(wealth)? However, any thoughtful trustee should see their role as an evolving one, and in the 

current economic climate, this will include fundraising. Not all board members are wealthy, but 

they can set an example in personal giving, commensurate with their capacity. Ideally, they can 

also help the development department make introductions to potential donors; endorse 

development plans and goals; and, ideally, assist with solicitations. These board members can 

connect development professionals with their peers, facilitating the process of establishing new 

relationships with prospective donors. 

Many institutions expect their development team to play a major role in recruitment as they are 

in an ideal position to meet influential alumni and donors and recommend them as possible 

board members. Full disclosure of all responsibilities and expectations of trustees in growing the 

financial base and deepening the foundation of support are critical when appointing trustees. 

The development team can also contribute to trustee training. Although members may know they 

have fundraising responsibilities, this does not mean they are necessarily comfortable with 

fundraising or are familiar with fundraising in the context of their institution. Board members 
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should be brought along slowly, allowing them to work within their comfort zones. 

As part of the familiarization process, institutions might enhance the agendas of their boards by 

reserving time to discuss the strategic issues on the horizon for philanthropy in general and their 

institution specifically. This is an excellent opportunity to educate board members on the 

complexity and nuances of development as well as to stimulate their engagement with 

fundraising beyond receiving metrics and KPI reports. 

Along with being ambassadors for the institution, board members can also donate and provide 

contacts and introductions to others who could support the institution, for example asking board 

members to host events for potential donors. An excellent introduction to the development 

process is to have board members call donors to thank them for their gifts. 

Both the theory and the research suggest that board members give on average volunteers are 

three times more likely to give than no volunteers. While everyone’s giving capacity is different, 

trustees should see their institution as one of their top giving priorities. 

 

CHECKLIST: GOVERNING BODY 

The governing bodies of higher education institutions are established to hold the vice-chancellor 

and the senior management team to account. 

Board members are necessarily recruited for their specific skills. These skills do not preclude 

knowledge of fundraising and many board members may well be philanthropists in their own 

right. Therefore, fundraising can and should feature in board discussions. The following checklist 

will be useful for boards and their individual members to review and audit their own competence 

and understanding of institutional fundraising. 

• Is an active engagement in fundraising and alumni relations included in selection criteria 

for vice-chancellors and preferably senior members of staff? 

• Does the board seek to recruit members of the governing body with experience of 

philanthropy or fundraising? 

• Does the institution have an advancement plan that includes fundraising, alumni 

relations and communications? Does this complement and reflect the organizational 

plan? 

• Does the governing body receive regular updates on fundraising activity based on this 

plan? For example, are fundraising metrics included in the KPIs reported to the governing 

body? 

• Is development included in recruiting, training, supervision, and evaluation and 

acknowledgement systems for board members? 

• Does the governing body understand how it can be involved in the development efforts 

of the institution? 

• Do trustees make an annual contribution according to their means? 

• Do trustees give access to their networks where appropriate? 

• Do trustees help to cultivate, solicit and steward potential donors? 

 

Recommendation 7:  

HIGHER EDUCATION INSTITUTIONS SHOULD CONSIDER HOW BEST TO EMBED 

FUNDRAISING WITHIN THEIR INFRASTRUCTURE 
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For fundraising to be successful, it must be embedded across the institutions. 

As noted throughout this resource, fundraising should be included in the institution’s overall 

strategic plan; it is a shared responsibility and should appear in department plans. 

Academic champions can help identify and exploit new opportunities that might otherwise go 

unrecognized, and governing bodies and vice-chancellors can provide senior level endorsement 

so crucial to the success of any initiative. This section highlights additional ways to embed 

fundraising in the day-to-day life of an institution. 

Provide training  

This can include training days or presentations by the development team.  

Reward involvement  

When donation come in, all those involved in the fundraising process should be acknowledged. 

Institutions should consider including fundraising as part of their recognition schemes such as 

annual staff awards. 

Highlight impact  

Ensure staff can see their support of development activities has value not just to the institution 

but to their own working lives. 

Talk often and proudly  

Leave no-one in any doubt that this is a priority for the institution’s leadership by discussing 

philanthropy regularly. For example, through features in staff newsletters and on the internet, in 

staff meetings, or by using displays in public areas. 

Identify change agents  

Identify a few key institutional leaders or academics who are supportive. Encourage the 

development office to work closely with them on projects that will create momentum. Seeing 

the success of others can have a powerful influence and change the views of less supportive 

colleagues. 

 

CHECKLIST: EMBEDDING FUNDRAISING 

Embedding fundraising requires activity across a number of areas including governance, strategy, 

communications and training. This checklist can help identify areas and programs for 

development. 

Are advancement (fundraising, alumni relations and communications) plans included in the 

institution’s overall strategic plan? 

• Is there a long-term commitment to fundraising by the institution? 

• Does development appear in faculty and department plans? 

• Is development a priority for the senior leadership of the institution? 

• Does the governing body receive reports on development activity? 

• Is the governing body engaged in development activities? 

• Does the development director sit on the senior management team or report to the vice-

chancellor? 

• Does the institution have a program of academic champions? 
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• Are there processes in place to identify fundraising opportunities or for interested 

academics and staff to become involved in fundraising? 

• Is fundraising included in staff inductions? 

• Is there a dedicated module for fundraising in academic staff training? 

• Does the institution have an award scheme for staff and does this include non-academic 

staff and awards for fundraising? 

• Does fundraising and the support provided by philanthropy feature in institutional 

communications (e.g. the annual report, staff newsletter, vice-chancellor’s blog or on the 

website)? 

 

Recommendation 8:  

HIGHER EDUCATION INSTITUTIONS SHOULD MAKE BETTER USE OF THE DATA AND 

BENCHMARKING ANALYSIS 

Fundraising needs to move beyond a value- added function to form an integral part of the 

financial planning of higher education institutions. With this move comes greater rigor, 

accountability and transparency. 

This section focuses on the projections, analysis and reporting vice-chancellors will need to have 

in place to ensure their development offices are operating as productively as possible. 

This will include: 

 Benchmarking 

 Return on investment (ROI) 

 Case for investment – the questions vice-chancellors should ask 

 Metrics and KPIs – what should be measured and why 

 Balanced business scorecards – how and why development  metrics should feed into the 

balanced business scorecard monitoring process 

Benchmarking   

Benchmarking one institution’s business processes and standards against that of industry leaders 

can provide an invaluable data set with which to observe and create new and improved processes 

to enable individual institutions to enhance their performance.  

Benchmarking can be used to help identify market share; demonstrate trends; justify new 

investments; compare an institution to national and regional peers; show the return on 

investment; and demonstrate relative performance. More specifically, benchmarking can help set 

fundraising goals, and develop fundraising strategy and delivery. 

There will always be uncontrollable factors that are unique to each institution. Accordingly, 

progress toward the desired performance benchmark should be the objective, rather than the 

benchmark itself. This is worth bearing in mind as vice-chancellors consider the following 

questions: 

• Is your development office using its budget and resources wisely? 

• Is your development office securing the best return on investment? 

ROI: the level of returns that can be expected 

Most institutional leaders want to know about the return on investment (ROI) for fundraising – 

how much it costs to raise each Rupee.  
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Fundraising has costs associated with it, and an effective development office needs to be properly 

resourced. However, the median cost per rupee of funds raised represents good value and a sound 

investment as higher education institutions successfully demonstrate to donors that they are a 

worthwhile cause. 

Notes of caution  

Philanthropic income will not flow into an institution immediately. It takes time to identify, 

cultivate and solicit donors, and like many fledgling businesses, a young institution or a new 

development office may take a number of years before it begins to generate a return on 

investment. For example, the start-up phase cost per rupee raised is likely to be much higher 

than in a more mature phase of fundraising as donor acquisition is generally six times more 

expensive than donor retention. Therefore, while the specific minimum ROIs for various 

categories of fundraising activity can be appropriate, overall bottom-line minimums may not be. 

Also, the high ROI on major gifts activity should support lower ROI on direct marketing 

fundraising, which will deliver the bulk of the donors and in turn provide future potential high 

value and major gift prospects. 

Case for investment – the questions vice-chancellors should ask  

Vice-chancellors are frequently presented with requests to commit funds to fundraising 

initiatives, but cannot do so because the plans are too vague or lack the financial rigor needed 

to adequately assess the risk profile. Below are the areas that vice-chancellors should seek to 

understand before committing resources to development initiatives. 

What is the return?  

As noted, simple cost: income projections are unlikely to provide a true picture of performance. 

This emphasis can lead to short- term target setting or to cutting investment in fundraising that 

could deliver benefit in the longer term. These problems could be avoided if institutions 

measured the performance of fundraising by examining the absolute ROI, or the ROI (the ratio of 

the net income to the costs) over a period of time. The ROI percentage can be compared to other 

activities that the institution might undertake. 

Balanced scorecard9 

The balanced scorecard is a strategic planning and management system used to align business 

activities to the vision and strategy of the organization, improve internal and external 

communications, and monitor organizational performance against strategic goals. 

The Balanced Scorecard Institute 

Many companies manage their businesses based solely on financial measures. Although financial 

measures are crucial, they only report what has happened in the past. The pace of business today 

requires more comprehensive measures in order to make better decisions. The balanced 

scorecard was developed to meet this management need. Measurement is a key aspect of the 
balanced scorecard, but it is also a means of setting, tracking and achieving the institution‘s 

strategic goals and objectives. If the fundraising plans support the institution’s strategy, the 

balanced scorecard approach can provide a useful tool for measuring and managing the 

performance of the development office. Business strategies are developed, deployed and tracked 

through the four sections of the balanced scorecard. These four sections comprise four distinct 

business perspectives: The Customer (for our purposes, this can be replaced by alumni or donor), 
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Financial, Internal Processes, and Organizational Development. Below are some example 

measures:  

 Customer (or donor)  

– Assesses how we provide value to our customers and can be measured by: 

– increasing donor retention 

– increasing number of donors 

• Financial 

– Tracks financial requirements and performance, for example: 

–revenue generation: to increase philanthropic revenue by 10% annually 

–productivity improvement: to decrease expenses by 5% 

• Internal Processes 

 – What processes must we excel in to satisfy our customers? For example: 

– acquire enhanced data mining capabilities 

– improve internal communications between development office and academics 

•Organizational Development  

– Focuses on how employees are trained, and how knowledge is captured and used to maintain 

a competitive edge; for example: 

–percentage reduction in staff turnover 

–number of appraisals conducted 

Measurement is a key aspect of the balanced scorecard, but it is also a means of setting, tracking 

and achieving the institution‘s strategic goals and objectives. 

 

CHECKLIST: DATA AND BENCHMARKING 

The following checklist suggests some questions that should be asked when gathering evidence 

to develop strategy. 

• Who and what do you benchmark against, and why? 

• What does the development department do with that information once collated and how 

is it interpreted? 

• Can the institution assess: if the development program will meet institutional needs in 

the future; is using its budget resources wisely; and is securing the best return on 

budgeted investment? 

• Can the development department demonstrate its ROI over time and by fundraising 
program? 

• Do resourcing requests contain ROI and pay back projections, risk profiles and comparison 

between different investments options, and do they fulfil the institutional funding 

strategy? 

• Does the development department report a common, consistent suite of metrics to the 

senior management team? Do these KPIs reflect the department’s current state of 

development? 
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• Is an abridged version of the report provided to the governing body? 

• Does the institution include development measurements in its financial dashboard or 

balanced business scorecard approach? 

• Are the financial dashboard or balanced business scorecard used to measure and manage 

on a day-to-day basis and then to inform and refine strategy development or resourcing 

decisions? 

 

Recommendation 9:  

HIGHER EDUCATION INSTITUTIONS SHOULD TAKE ACTIVE STEPS TO GROW A CULTURE 

OF PHILANTHROPY IN THEIR COMMUNITIES 

A culture of philanthropy fosters relationships that share a common understanding, appreciation, 

and responsibility for the importance of the joy of giving and receiving for the enhancement of 

the institution. 

In 2012, The Council for Advancement and Support of Education (CASE), Commission on 

Philanthropy created a project in UK to identify the key characteristics of a culture of 

philanthropy and to begin to look at the barriers to achieving this. The commission validated and 

ranked 28 distinct characteristics thought to make up a culture of philanthropy. CASE then invited 

advancement leaders to assess the commission’s definition as well as the individual 

characteristics thought to contribute to the culture. 

Their responses showed that growing a culture requires many ingredients, and the process is 

often frustrating. However, there was a collective endorsement of the major factors. Ninety per 

cent or more of the respondents endorsed half the characteristics. The top five rankings received 

support from at least 98% of respondents.   

These were: 

• Leadership of the organization 

• Fundraising goals clearly aligned with mission 

• Commitment to stewarding gifts 

• Engaged volunteers and donors 

• Clear and concise mission and vision statements 

How do you build a culture of philanthropy?  

Every institution will build this culture in a slightly different way, depending on its vision, 

strategic plan, leadership and the fundraising structure it already has in place. What follows are 

headline examples of how to begin to build that culture as well as more detailed case studies. 

• Advocate the concept to academic leadership and governing bodies. Junior academics can help 

create or nurture a culture of philanthropy, but leadership from the top is essential. 

• Communicate the value of philanthropy both internally and externally as a key component of 

your institution’s mission. 

• Create a sense of urgency. Change is difficult but if people see the need to make a change, they 

will come on board. 

• Establish ways to acknowledge philanthropic efforts at all levels of the institution. 

• Measure your institution’s effectiveness in developing philanthropy, for example evaluating the 
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five attributes listed above. 

  

CHECKLIST: GROWING A CULTURE OF PHILANTHROPY 

Many higher education institutions recognize there is room to increase their fundraising efforts 

but question what a philanthropic culture would look like. The following checklist will help vice-

chancellors and senior officers to review and audit their institution’s philanthropic culture, based 

on the five key drivers of fundraising. 

 

• Is the leadership of the institution as well as the wider academic community involved? 

• Does the senior team, including the governing body, support the institution’s key 

fundraising activities through their personal giving or by using their networks? 

• Is the senior team actively engaged in the development process (identification, 

cultivation, solicitation, and stewardship of prospects)? 

• Are there mechanisms in place to engage the academic community in fundraising? 

• Is there an institutional commitment that crosses departments and faculties? 

• Does everyone understand the need to raise money and are they willing to support the 

effort? Can staff articulate the case for support or relate a specific story about the 

institution’s impact? 

• Are there clear, transparent and widely reported metrics for fundraising? 

• Are staff and volunteers publicly acknowledged and recognized for their support? 

• Is the institution actively involved with its alumni, delivering a program of activity 

supporting them post-graduation?  

• Is fundraising based on the distinctive identity, mission and history of the institution? 

• Are fundraising goals based on prior experience, realistic donor relationships, and 

assessments of the resources available to execute efforts and reach goals? 

• Are donors proactively engaged, with a commitment to stewarding their gifts across the 

institution? 

• Does the institution publicly thank donors for their generosity and recognize the impact 

of their support? 

• Is there sustained and consistent investment in fundraising with a view to the long term?                                                    

• Are there sufficient resources to employ development professionals and to provide the 

equipment, tools and space to support the development function? (For example, the 

industry standard would be a department of a minimum of six people.) 

• Are there multi-year advancement plans, endorsed by the governing body? 

• Is development represented on the senior management team? 

 

Part 3:  

FUNDRAISING PRACTICES IN PAKISTAN- AT A GLANCE  

(The following information was reproduced from Express Tribune, 2008) 

Sustainable development defined as “development that meets the needs of the present 

without compromising the ability of future generations to meet their own need. 

Communication for development is a social process, designed to seek a common 



31 
 

 

understanding among all the participants of a development initiative, creating a basis for 

concerted action. According to Wilkinson, community depends upon interaction, and if 

interaction is concealed, then community will become limited one. The World is Global 

Village, and all the nations, organizations and individuals are interdependent, everybody 

needs to communicate and interact, organizations working for the wellbeing of societies 

always need to communicate and interact with its donor organizations and individuals and 

of course community members as well to aware them about the charity. 

When it comes to charitable giving, Pakistan is a generous country, and it contributes more 

than one per cent of its GDP to charity, the Stanford Social Innovation Review reported. 

The contributions push it into the ranks of far wealthier countries like the United Kingdom 

(1.3 per cent GDP to charity) and Canada (1.2 per cent of GDP), and stand around twice what 

India gives to those in need as a percentage of its GDP. 

A study conducted by Pakistan Centre for Philanthropy shows that Pakistanis give 

around Rs240 billion (more than $2 billion) annually to charity. 

The report indicates that about 98 per cent of people in the country give in one form or 

another – if not with cash, then with in-kind donations or by volunteering for needy causes. 

Fueling this culture of generosity is the Islamic emphasis on giving – in the form 

of Zakat, Sadaqa, and Fitrana – as well as other moral and social factors and a deeply rooted 

sense of compassion toward community members. But despite this tradition of giving, most 

donations go directly to individuals, thus bypassing charitable organizations. 

While supporting needy individuals plays an integral role in Pakistan’s social safety net, to 

realize the full impact of philanthropy for more sustained development efforts, Pakistan 

must do more. 

In order for Pakistan to become a more integral player in the sustainable development 

agenda, it needs to make efforts to institutionalize the individual tendency of giving and 

redirect it toward more-structured efforts, the study recommends. 

In trying to understand why Pakistanis prefer giving to individuals instead of organizations, 

the research was conducted via household surveys and focus group discussions.  

It measured philanthropy in three ways: monetary giving, in-kind giving, and time 

volunteered. The results found that when accounting for all forms of philanthropy, 67 per 

cent of survey respondents said they give to individuals while 33 per cent of respondents 

preferred giving to organizations. 

Data was also collected in the Sindh province in 2013 and also in Punjab, Balochistan, and 

Khyber Pakhtunkhwa (KPK) in 2014. 

In the case of in-cash philanthropy, Balochistan stands out with 90 per cent of respondents 

preferring individuals as recipients for their giving. One reason for this could be that 

Baluchistan is the least developed province of the ones we studied, and thus charitable 

organzsations in Baluchistan are less established and have gained less public trust than 

ones in the more developed provinces. 

Similar to cash donations, donors also prefer individuals for in-kind giving and time 

volunteered, albeit to a lesser extent, say the researchers. 

Punjab and Balochistan give in-kind donations to individuals at almost equal rates, and both 

provinces give slightly more than KPK does, the report highlights.  
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Organizations seem to fare much better, however, when it comes to time spent volunteering: 

In KPK, close to half of the respondents volunteered their time for organizations, followed 

by Balochistan, with more than one-third of the respondents volunteering their time for 

organizations. 

There is no doubt that Pakistanis are a generous people, as the practice of giving is nearly 

universal. 

However, this charitable impulse needs to target more impact-oriented philanthropy. In this 

way, individual donations can play a more-effective role in inclusive development than 

simply assuaging the symptoms of poverty, the study has stated. 

According to the researchers, it is evident that a lack of trust for civil society organizations 

is hampering their fundraising efforts. 

To encourage more institutional giving, organisations have to ensure transparency and 

accountability, thereby mitigating the trust deficit of givers, the report contends. 

 

CONCLUSION 

Philanthropy can play a transformative role in our higher education institutions, enhancing 

facilities, supporting research and enriching the student experience. The latest data from the 

Ross-CASE Survey shows that alumni as well as non-alumni are willing to support institutions, 

particularly where they have been engaged in and inspired by the university’s mission. Successful 

fundraising follows an established formula: a combination of strong leadership and an 

acceptance of the value of fundraising throughout the institution; alignment with strategic 

priorities; practice that reflects an institution’s distinctiveness; proactive external relations; and 

a well-resourced, professional fundraising office. 
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Appendix 

The following articles on fundraising and endowment funds are taken 

from “Why Higher Education” by Khalid Iqbal and Rudina Xhaferri 

 

ENDOWMENT FUNDS: HOME-MADE FUNDRAISING LESSONS 

Accessible, high quality education that is relevant with regards to the needs of the market is 

crucial for any developing country. In the case of Pakistan, with more than 68 million children 

under the age of 15 to educate, a good education that is highly accessible and affordable 

becomes key to the survival of the country and its youth. 

Raising funds to support scholarship programs as well as attract and maintain quality faculty 

remains an increasing challenge for many educational institutions that find the fundraising 

process an unfamiliar and puzzling environment. However, successful fundraising initiatives from 

some local universities to support their student endowment funds offer a great guidance for 

those open to translate global ideas into their own local environment. As of the first week of 

June 2013, 12 universities have already undertaken a strategic path to ensure that talented 

students are not deprived of their education because of their financial status and will have a 

chance to excel in their studies. These universities have established the Student Advancement 

Endowment Fund (SAFE) scholarship program supported by Promotion for Education in Pakistan 

(PEP) Foundation. As a part of the fund establishment, a National Education Week is planned by 

each university to raise funds from a variety of resources, but especially taking advantage of their 

local communities. 

While the activities are very different depending on the university’s strength and team 

organization, all universities ensure that they have planned the campaign time in advance, have 

a responsible fundraising committee, offer transparency by publishing the results and donations 

on their websites, and, what is especially critical, involve their students and faculty in the 

activities. 

It is very important that students are not only actively participating in the campaign, but also 

play a role in organizing and implementing different programs during the education fundraising 

week. Such participation helps the training of students as responsible citizens and is a great way 

to encourage open communication between the universities and the communities surrounding 

them. 

Local support 

Large donations to universities are a very special gift from generous donors that unfortunately 

happen on rare occasions. Universities must plan fundraising campaigns that encourage small 

donations from the community and everyone on a continuous basis. Even a small amount of 

money, if donated by a large number of people and on an ongoing basis can significantly increase 

the principal funds of universities. 

In their National Education Fundraising Week, the Lahore College for Women University (LCWU) 

delegated its different departments and their faculty and students to strategize and organize 

their own activities. Thus, different departments undertook various activities from variety shows, 

concerts, art exhibitions or whatever activity they felt fitted their profile the most. For example, 

the zoology department organized a bird and pet show. Their joint efforts brought over 1.4 
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million rupees into their SAFE account. One very successful activity by the Beaconhouse National 

University (BNU) was a special auction of artworks by their students and faculty. Out of a total of 

67 pieces, 42 were sold that brought a net amount of over Rs2.4 million to the BNU student fund. 

At Quaid-i-Azam University (QAU), Islamabad, Rs300,000 were raised by attracting donors to a 

sports and fun gala where different items, i.e. food, jewelry, cultural items, cards and flowers 

were sold at attractively decorated stalls. During the events, informative brochures highlighting 

the major initiatives and achievements of QAU were distributed among the 6,000 participants. 

This experience shows a very effective way of involving students in the organizing and 

implementing of events. Although modest, the profits and contributions are expected to increase 

in years to come both by virtue of improving the experience of raising funds and increasing 

awareness and attracting more donors. 

The University of Agriculture, Peshawar, raised Rs205,000 for their SAFE account from activities 

such as a comedy show, Meena Bazaar for female students and families, sports competitions and 

the sale of charity vouchers. 

At the Mehran University of Engineering & Technology, Jamshoro, Sindh, the main event included 

the annual dinner of Mehran University Alumni Association, which brought in Rs650,000 to their 

SAFE. 

The University of Malakand received an endowment from an individual donor making a promise 

to donate Rs40,000 per year to their SAFE account. Their fundraising efforts brought Rs140,210. 

Islamia University of Bahawalpur added Rs744,940 to their SAFE account from various donors 

and small business donations. At the University of Veterinary and Animal Sciences faculty 

members and students were encouraged to raise funds from their family, friends and relatives 

and as of March 18, 2013, the amount of Rs262,000 was raised for their SAFE. 

It is important to remember that the designated National Education Week is not the only time to 

give to education. Everyone in the community, including business leaders and philanthropists 

may contribute to these student funds at any time by contacting their local universities in 

addition to the university’s designated education fundraising week. 

 

MONEY MATTERS: FUNDRAISING IN HIGHER EDUCATION  

Pakistan needs to invest heavily and commit its funds to make high quality education accessible 

to all of its young people and thereby enable the nation to be a competitive player in the global 

economy. Pakistan needs to increase its current participation rate of five percent of the 17 – 24 

year age group enrollment in a college or university to at least 50 per cent to achieve the level 

of developed countries. The government allocated budgets alone are unlikely to be sufficient in 

the foreseeable future to achieve the required growth at public universities which cater to a large 

majority of students. It is therefore time that the universities take a leading role and establish 

and expand as rapidly as possible endowment funds that can be utilized to meet the goal. 

Colleges and universities must become familiar with and practice the art and science of 

fundraising to ensure a sustainable future for the increasing number of young people seeking 

education.  

Education expenses: Financial aid 

The only way forward for the country to alleviate poverty and secure its path to development is 

through educating its masses. Currently, students rely on their families as the main financial 
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resource for supporting their education expenses. 

In a recent survey of 421 randomly-selected students that PEP Foundation undertook, 90 per 

cent of students were found to depend on their families for providing financial resources for their 

residence, education and other living expenses. Only 14 per cent of surveyed students were 

beneficiaries of some type of grants or financial aid services, and only four per cent relied on 

their savings or loans to pay for their education. With such a limited pool of available resources 

and the increasing number of young people that need education; financing higher education 

requires immediate action. 

Expanding financial aid to students 

To ensure that the projected workforce of approximately 221 million people by 2050 gets 

adequate training, financial aid and scholarships must become available to students seeking 

more education and training. When educating the masses, a massive financial commitment must 

take place accordingly. According to PEP Foundation’s survey, only 26 per cent of students that 

were asked thought that the existing financial services at their universities were very helpful. 

The majority of students expect more funds and opportunities to finance their education through 

these services. While the current financial aid is very limited in many public and private 

universities, their efforts to expand the resources are also mostly confined to grants from the 

government and Higher Education Commission (HEC). 

Such a limited pool of available financial aid is not nearly close to supporting the education of 

needy students. Institutions of higher education must become creative and explore as many ways 

of tapping financial resources as possible. Expanding their services and student pool is not just 

a matter of increasing access, but also of institutional survival. The more financial resources an 

institution has to offer to its students, the more funds it attracts—which in return strengthens 

the institution’s foundation and overall operations. 

Endowment funds 

The most pressing matter for all stakeholders of education is expanding the existing pool of 

financial resources and identifying mechanisms that can ensure sustainable growth of institution 

funds. Ways to increase funding include tapping into the alumni resources of educational 

institutions, establishing endowment funds both for institutions and to support financial aid for 

needy students, community involvement and contributions to education through fundraising 

public campaigns. 

For these methods to be effective, it is very important to plan in advance and take action 

aggressively and consistently. The large influx of students, especially those coming from 

financially disadvantaged backgrounds will increase tremendously the need for student financial 

support, creating an additional burden to the currently exhausted funding resources. One 

pathway that is still new to many educational institutions in Pakistan is establishing endowment 

funds. 

These types of perpetual funds provide institutions with financial security, freedom and the 

opportunity to better invest and expand their resources, both human and capital. Donors include 

alumni of the institutions, local investors and businessmen, philanthropists, people interested in 

specific programs offered at the college or university level or just funds raised periodically for 

the purpose of supporting higher education. 

Thus, endowments can be made toward a specifically designated goal, for example, supporting 

a certain number of students to attend a specific degree, or to develop a particular department, 
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like the arts or sports program in that school. 

However, it is crucial that the established endowment funds have in place legal rules that allow 

their administrators to use them specifically for financial aid and programs that directly benefit 

the students. These funds may not be used for such expenses as salaries or increase in salaries, 

fringe benefits or pension benefits of faculty or staff or for their residences. 

The student financial aid programs must become an essential fiscal responsibility of each 

university and be developed from funds raised by each institution. Pakistani universities should 

look for sustainable financial resources beyond the government. According to PEP Foundation’s 

survey, the majority of students who were asked were willing to donate back once they 

graduated, if they received any type of financial aid from their institution toward their education 

expenses. The colleges and universities must plan in advance to invest in such financial aid 

schemes that can become very significant during the lifetime of their alumni. A small contribution 

today is very appealing and can pay back several times more once the student gains full time 

employment and is contacted to give back to other needy students. 

 

THE IMMORTAL LEGACY OF GIVING TO EDUCATION  

The time for investing in the education of Pakistani youth is now. There is no greater or longer 

lasting legacy for any citizen than giving to education. While those who have can share their 

good fortune with those who have not, everyone can and must contribute to improve education 

quality and access for youth.  

In Pakistan education philanthropy is represented at one of the best institutions of the country. 

In addition to an education of world class standard, LUMS has taken some serious steps to attract 

the most talented students who cannot afford it financially by awarding Rs 340 million financial 

assistance to more than 40 percent of its students. The Vice Chancellor, Dr. Najam is rightly proud 

to have earned the trust of the Suleman Dawood family, the Syed Ali Babar family, and the 

Mushtaq Gurmani family whose donations made it possible to add to the existing Suleman 

Dawood School of Business (SDSB) two newly named Schools- the Syed Babar Ali School of 

Science and Engineering and the Mushtaq Ahmed Gurmani School of Humanities and social 

sciences, and within the next three years an independent school of law. The school of Science 

and Engineering which graduated its first class of undergraduates, is being named after the LUMS 

Pro Chancellor Syed Babar Ali to commemorate his vision, dedication and philanthropy as the 

single largest donor to LUMS over the last over 25 years.  

In an interview with the New York Times that was printed in the December 19, 2009 issue, Syed 

Babar Ali emphasized his conviction that one day LUMS students might deliver the leadership 

skills needed to change the country for good. As a Harvard Business School graduate, he fully 

understands the importance of quality higher education and the crucial role it plays in preparing 

leaders. His vision is fully embraced by other philanthropic families, such as the Gurmani 

Foundation, that endowed the Gurmani Centre for language and literature at LUMS and recently 

gave LUMS the largest private single gift ever given to any higher educational institution in 

Pakistan, PKR 1 billion endowment to assist talented students with financial assistance and other 

scholarly activities.  

The gift of education is immortal and ensures a legacy like no other, benefiting not just one 

individual but the society, and the world.
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