
Management and the 
Arts 6e

Chapter Eleven – Fundraising and 
Development

Management and the Arts 6e, Wm. J. Byrnes, 2022 (C) 1



Management and the Arts 6e

Management and the Arts 6e, Wm. J. Byrnes, 2022 (C) 

Chapter Eleven – Fundraising and Development 

2
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• Staff and Board Giving
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Learning Outcomes

11.1: Be able to summarize critical theories such as rational choice, altruism, and social 
exchange to explain why people contribute to charitable organizations

11.2: Be able to describe the central components and processes of the Donor Giving Model

11.3: Be able to explain the factors governing why people do and do not make donations

11.4: Be able to summarize the trends in philanthropy around the world

11.5: Be able to explain the importance of arts organizations practicing ethical fundraising

11.6: Be able to create a fundraising planning framework for an arts organization by 
conducting a needs assessment, creating a case for support, writing goals, objectives, and 
tactics, and developing measures to assess the costs and effectiveness of the plan

11.7: Be able to summarize the main techniques used by fundraisers to meet their annual 
revenue goals

11.8: Be able to explain the processes used to seek funding support from corporations, 
foundations, and government sources
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Part 1: Philanthropy and Fundraising Concepts
Fundraising uses all of the functions of management. It requires creative planning, organizing for results, 
control systems that facilitate decision-making and monitoring, and skilled people leading the team.

Terms and Definitions
Philanthropy can be defined as an act or gift done or made for humanitarian purposes and as 
voluntary giving by an individual or group to promote the common good. When a donor is 
described as being altruistic, they are seen as behaving with an unselfish concern for the 
welfare of others. 

Fundraising, which is an organized and episodic active seeking financial support, is part of the 
strategic and continuous advancement or development activity of the arts of an arts 
organization.

In the United States, cultural organizations part of the nonprofit creative industries generally 
receive modest government funding and rely heavily on revenues from philanthropic support and 
admission fees. As a result, fundraising is a core activity in most arts organizations. Senior-level 
positions in arts organizations for the person responsible for fundraising include Chief Development 
Officer (CDO), Chief Advancement Officer (CAO), Director of Development (DOD), Development and 
Communications Director (DCD), and variations on the job title such as Director of Philanthropy, 
Fundraising, or Engagement. 

(See Box 11.1, Expectations of Fundraisers, to better understand the scope of the job.)
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Part 1: Philanthropy and Fundraising Concepts

Theories of Giving - The philanthropic motives driving someone to donate to an arts 
organization are influenced by personal, social, and cultural factors. 

Herzog and Price noted that ideas about generosity often range between rational choice theory -
donors act out of self-interest (e.g., a tax deduction) and theories of altruistic giving, which assumes 
that donors are not looking for any personal benefit by making a gift.  

Social relations theories of philanthropy are based on behavioral studies in social psychology and 
try to explain giving in the context of donor agency (acting independently, control over their 
actions, understanding of consequences) and their role in the relationship between them and the 
organizations. Donor agency comes out of an affinity for a particular art form, e.g., opera, and that 
association may lead to them becoming a contributor.

Privacy Regulation Theory examines people’s desires to exert selective control over
social interactions and to plan interactions with others. For example, donors may display their 
interest in the arts organization by attending a post-show reception. Still, in that context, asking 
them for a gift would be inappropriate.  Understanding when donors want to be approached can 
facilitate the giving process. 

Theories about giving have led to the development of several different giving models. 
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Part 1: Philanthropy and Fundraising Concepts 
Models and Reasons for Giving

Social Exchange Model for Giving* 

The more detailed Sargeant and Woodliffe Model of Donor-Behavior demonstrates several 
common factors influencing donor behavior (see Figure 11.1). The donor reacts to 
information provided by the asker (source), which causes them to respond based on personal 
motives (e.g., making a difference), which is also impacted by demographic and lifestyle 
characteristics, and external influences (communities of experience). A determination to give, 
or not, results after they assess financial resources. If a gift is made, the donor receives 
feedback in the form of a “thank you” and, at the same time, this interaction establishes the 
foundation for future solicitations and communications between the donor and the 
organization. 

Arts Organization Prospect

Psychological and social; self-
esteem, achievement. 
Purpose, status, power

Need

Resources: $$ and time

Satisfactions

* Principles of Professional Fundraising, Mixer, page 11
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Part 1: Philanthropy and Fundraising Concepts

Models and Reasons for Giving
Patricia Herzog and Heather Price created a framework that adds to our understanding of donor 
behavior by focusing on social psychological approaches to why people give. Under Personal 
Orientations, three categories are listed: Personality & Well-being, Values & Morals, and Life 
Dispositions. Under Social Orientations, they list Relational Styles, Social Milieu, and Charitable 
Giving (See Table 11.1). 

Perry Mixer created a framework for why people do and don’t give (See Tables 11.2 and 11.3).

Internal motivations External motivations

“I” factors: Self-
esteem; cognitive 
interest; “warm glow;”

Rewards: Recognition; 
Special access

Spirituality; Immortality 

We Factors: Status; 
Group activity; 

Stimulus: Personal 
request; Tax deduction

Affiliation; Altruism; 
interdependence; fear 
and anxiety

Situations: Family 
member involved; 
Personal wealth

Reasons for Giving

Personal 
characteristics

Communications 
problems

Can’t afford to give; Not 
interested; Stingy Other 
priorities;

Need not shown; Unknown 
mission; Outcomes 

Not asked or asked too 
often; wrong timing; do 
not know asker

Negative PR image; Bad 
experience with 
organization

Don’t like program; 
economic conditions

Org. seen as too rich; High 
administrative costs

Reasons for Not Giving
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Part 1: Philanthropy and Fundraising Concepts 

Recent History and Giving Trends (U.S.)

• Harvard and William and Mary colleges engaged in fundraising campaigns in the 17th century.

• Pierce and Ward were early pioneers using fundraising techniques that are still common today 
in their work raising funds for the YMCA in the early 19th century. In cooperation with the post 
office, Emily Bissell of the Red Cross helped provide funding to support efforts by selling stamps 
to fund the fight against TB.

• 19th and early 20th-century museums benefited from the fundraising leadership of wealthy 
philanthropists who supported the Met Museum in NY and the Art Institute of Chicago. 

• Nina Vance purchased 214 penny postcards and mailed them to people she knew in the 
Houston area to help fund what became the Alley theatre. 

• The Ford Foundation began a comprehensive grant program in the late 50s and early 60s to 
support performing arts organizations and build sustainability and capacity.

• The creation of the National Endowment for the Arts (NEA) and National Endowment for the 
Humanities (NEH) in 1965 and the National Association of State Arts Agencies (NASAA) in 1974 
helped establish an arts funding ecosystem. Grants requiring matching funds from organizations 
helped stimulate fundraising activity in communities across the country 
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Part 1: Philanthropy and Fundraising Concepts

Giving Trends
There are multiple reports issued about fundraising and giving trends around the world. 
(See Box 11.2) Here are links to international reports:
• Global Philanthropy Tracker 2020 (Links to View/Open option to download the file)

• Charities Aid Foundation Charity Landscape 2022 (PDF)
• Charities Aid Foundation (CAF) (Links to their publication page of worldwide giving reports)

Giving USA 2022 (2021 updates CH. 11 data)
Giving USA publishes an annual report which draws on 
estimates of contributions from a variety of sources. 

Calendar Year 2021 Trends (Update of Fig. 11.3)

• Overall giving by individuals rose 4.9%.
• The percentage of total giving by individuals has been 

steadily falling. It was 76% in 2001 and 69% in 2021.
• Arts, Culture, and Humanities giving increased 27.5%
• Online giving to the arts increased by 11.1% between 

2020 and 2021.
• Giving to Arts, Culture, and Humanities has been 

between 4% to 5% of the total since 1987.
• Individual giving as a percentage of personal 

disposable income remained at 1.8%. 

https://scholarworks.iupui.edu/handle/1805/24144
https://www.cafonline.org/docs/default-source/about-us-research/charity_landscape_report_2022.pdf
https://www.cafonline.org/about-us/publications
https://store.givingusa.org/products/2022-infographic?variant=42999974363360
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Part 2: Fundraising Planning and Preparation 

Fundraising Ethics
An arts organization’s leadership, staff, and board of directors should follow the ethical 
principles published by the Association of Fundraising Professionals (AFP). The 25 standards 
include valuable guidance that arts managers should follow about compensation, bonuses, 
and fees. (See Box 11.3 and 11.4) AFP also publishes a Donor Bill of Rights which is a helpful guide 
for members of the donor community. 

Fundraising Preparation and Planning
The fundraising planning framework (See Fig. 11.4) includes conducting a needs assessment, 
creating a case for support, writing goals, objectives, and tactics, and establishing cost and 
fundraising effectiveness metrics. Table 11.4 shows hypothetical fundraising goals, objectives, 
or tactics aligned with a growth strategy.

Organizational Self Assessment
• Mission and Programming – Clarify the alignment of fundraising initiatives, the mission, and 

programming
• Current Fundraising Activities – What are the current fundraising programs, and are they successful?
• Case for Support – Articulate the reasons why donors would want to give to your organization (See Box 

11.5)

• Needs Assessment – Review giving programs and the amounts needed to sustain them (See Table 11.5)

• Fundraising Processes – how well are current fundraising processes working? (See Fig. 11.5 & 11.6)

https://afpglobal.org/ethicsmain/standards-guidelines
https://afpglobal.org/donor-bill-rights
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Part 2: Fundraising Planning and Preparation

Data Management
Donor tracking can be done in a spreadsheet or using donor management software. Optimally, 
donor management, tracking, and reporting should be integrated with the organization’s 
accounting or CRM system. Privacy policies should also be developed, so staff and donors 
understand how their data is being used and protected. 

Fundraising Cost and Metrics
Development managers try to keep fundraising costs as low as possible because, for better or worse, the 
metric often used to judge an arts organization’s effectiveness is how little is spent on this activity (i.e., 
costs per dollar raised or % spent on fundraising). The reality is that each type of fundraising program 
differs in its costs. Because of the emphasis on the cost per dollar raised, arts organizations typically 
underreport their fundraising expenses. Here are some scenarios:

• A gala costs $100,000 to produce and raises $125,000. That means the organization only raised $1.25 
for every $1 spent ($125,00/$100,000). The ratio of the gala’s cost to the amount raised is high.

• The annual fund raises $800,000 and costs $130,000 to manage, which means for every $1 spent 
$6.15 was raised ($800,000/$130,000). 

• A special campaign raises $250,000 and costs $30,000 to manage, meaning it raised $8.33 per $1 
spent. 

• The total raised was $1,175,000 at a cost of $260,000 or $4.52 per $1 spent. This means the 
organization spent 22% and fundraising ($260,000/$1,175,000 = .22). 

• However, if the organization’s total operating expenses were $2.6 million, it can report that its cost of 
fundraising was only 10% of its total budget ($260k/$2.6 million = 10%). 
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Part 2: Fundraising Planning and Preparation

Fundraising Cost and Metrics
Charity Navigator (CN) rates the fundraising efficiency of organizations. The metric is based on a three-year avg. of fundraising 
expenses divided by the avg. total contributions reported on the 990. Let's compare two ballet companies with similar budgets
but different fundraising efficiency ratings. However, looking at just 2017, the Charity Navigator method produces different 
fundraising efficiency results. The DataArts method (Table 11.6) shows ballet company #2 raised more per dollar spent. 

Ballet Company #2*: 2017 Tax Yr. 
Expenses: $10,006,078
Fundraising Exp: $440,681
Contributions: $2,734,290

$440,681/$2,734,290 = 
$0.16 spent to raise $1.00

Return on Fundraising method –
ROF (see DataArts Table 11.6)

$2,734,290/$440,681 = $6.30 
raised/dollar spent

Ballet Company #1*: 2017 Tax Yr.
Expenses: $10,116,680 
Fundraising Exp: $682,868
Contributions: $3,885,382

$682,868/$3,885,382 = 
$0.17 spent to raise $1.00

Return on Fundraising method –
ROF (see DataArts Table 11.6)

$3,885,382/$682,868 = $5.68 
raised/dollar spent

spent to raise $1.00 spent to raise $1.00

* Development + Marketing + Patron Experience + 
Community Engagement Staff = 13

* Development + Marketing + Patron Experience + 
Community Engagement Staff = 14
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Part 2: Fundraising Planning and Preparation
Fundraising Cost and Metrics
The Association for Fundraising Professionals (AFP) sponsors the Fundraising Effectiveness Project
(FEP) and has a toolkit with downloadable files to use to conduct a Fundraising Fitness Test (FFT). 
The cost to operate a fundraising program is labor-intensive and more costly than managers 
imagine. Here are a few examples of AFP’s many variations when tracking donors. 

• New – donors who never gave before year 2 (current year)
• Recaptured – previously lapsed donors who gave again in year 2
• Upgraded – donors who gave more in year 2 than in year 1 (previous year)
• Same – donors who gave the same amount in both years
• Downgraded – donors who gave less in year 2 than in year 1
• Lapsed new – new, first-time donors in year 1 who did not give in year 2
• Lapsed repeat – other lapsed donors who gave in year 1 and prior years but not in year 2

Organizations also track the LTV or Life Time Value of their donors. The formula for LTV is Lifespan 
of giving × Average donation amount × (Total # of donations × Total # of donors).

Dependency Quotient (DQ) is “the extent to which an organization depends on its top donors to 
fund its work.” It is a simple ratio indicator of how vulnerable the organization might be in the face 
of changed priorities among its top funders. For example, if the five top funders provide 25% of the 
organization’s annual contributed income, how would they be replaced?

https://afpglobal.org/fepreports
https://afpglobal.org/feptools
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Part 3 Fundraising Practices and Tools
Fundraising practices
Comprehensive Campaigns include annual giving, galas, donor recognition events, targeted giving 
initiatives, planned giving, capital campaigns, and applying for grants from corporations, 
foundations, and government agencies. Smaller budget arts organizations may have two or three 
staff focused on the annual campaign, cultivating and sustaining donors, and possibly one special 
event. (See Figs. 11.5 & 11.6)

Regardless of staffing numbers, there’s tremendous pressure to meet fundraising goals since 40% to 
60% (or more) of the annual revenue comes from contributions. Donor cultivation and solicitation 
and evaluating donor giving capacity are ongoing activities in arts organizations. 

Development staff in an organization includes a mix of people comfortable with engaging and those 
who work behind the scenes managing the data systems and doing the research necessary to run 
fundraising camp campaigns. 

Board & Staff Giving
Members of the board are typically expected to provide financial support as well as connect the 
development staff to potential donors in the community.  Board giving policies vary, some establishing 
specific amounts while others focus on participation. Board members may accompany a staff member 
when making an ask of specific donors. Executives and other staff may also be encouraged to contribute 
annually to the organization. The contribution amount can be very modest because the goal is about 
participation levels and showing a broad base of support for the organization. 
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Part 3 Fundraising Practices and Tools

E-mail: Cincinnati Playhouse in the Park’s donor 

solicitation e-mail uses an image from one of the 
plays in its season and seems targeted to ticket 
buyers who were not yet donors to the Playhouse. 
“Give a Gift” links to their website.

Direct Mail:  
The Association of 
National Advertisers 
(ANA) reports that 
42.2% of those 
receiving direct mail 
from known 
organizations are 
read or scanned,  
and postcards were 
looked at 50% of the 
time (Vojinovic, 2021). 

The ask is for a gift to 
the Annual Fund 
focused on Cincinnati 
Art Museum’s 
Education Center. 
The letter details the 
center’s activities 
and includes bold-
faced text at the 
bottom explaining 
the impact of their 
gift. 
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Part 3 fundraising practices and tools
Telephone Solicitations 
In addition to email and direct mail, a special campaign might include making phone calls to solicit gifts. Volunteers 
from the organization reduce the labor costs of calling and can lend an element of authenticity when engaging potential 
donors. With training and a well-written script to follow, the organization might be able to increase its donor base and 
find new prospects who might be interested in funding other activities. 

If patrons have agreed to this type of contact and decide to answer their phone when they see who it is from, the 
volunteer can engage with the potential donor much more meaningfully than direct mail. As with direct mail and e-
mail, tracking the metrics of telefunding can help the arts organization assess whether this fundraising approach is cost-
effective.

Special events: A well-designed fundraising event can be 

the year’s highlight for artists, the board, staff, and the 
community. The mix of engaging activities, entertainment, and 
an imaginative theme can make memories and strengthen 
donor bonds with the organization. Current donors and board 
members are typically tasked with bringing new people to the 
organization through these events. 

However, special events can take months to plan, become all-
consuming projects, are costly, and can usurp other critical 
fundraising programs.

Screenshots: here is some of the text in an e-mail from the 
Contemporary Arts Center in Cincinnati, Ohio, about their gala 
in August 2022.

https://www.contemporaryartscenter.org/
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Part 3 fundraising practices and tools

Proposals and Grants
Creating proposals and seeking grant funding from foundations, corporations, and government sources (federal, 
state, and local) may be part of an arts organization’s revenue mix. Grant funding is usually directed toward 

projects. Grants for annual operating expenses are occasionally available. The opportunity costs of applying for 
grants need to be considered. Contracting specialists to develop proposals and write a grant is typical. (Also see Box 

11.6) GrantStation 2022’s “State of Grantseeking Report” indicated that the arts, culture, and humanities category 
received a median grant of $75,364. The largest award source by mission types in the arts category came from 
state grants (15%) and local government (12%).

Business and Corporate Support

Sponsorships – US arts organizations seeking funds from businesses or corporate sponsorships need to ensure the 
company does not receive any “substantial return benefit”; otherwise, there could be a tax liability. Sponsorships 
are usually centered in the marketing department. However, the development staff may be able to leverage the 
support into future charitable contributions. Sponsorships benefits typically include:

• The sponsor’s name, logo, general phone number, locations, and internet address in printed
• media, or on a nonprofit’s website.
• Value-neutral displays of a sponsor’s products or services or the distribution of free samples of a 

sponsor’s products at a nonprofit’s event. The arts organization should not endorse the 
product/service.

• A static internet website link that takes the viewer only to the sponsor’s home page – not to a page 
where a product or service is marketed or sold.

https://grantstation.com/state-of-grantseeking
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Part 3 fundraising practices and tools

Business and Corporate Support

Corporate Support - In the US, corporate support (typically through a corporate foundation ) is a modest piece of 

the giving pie. Corporate giving has remained around 4 to 5% of total giving (See Fig. 11.2). CSR or Corporate Social 
Responsibility is a self-regulating business model that helps a company be socially accountable—to itself, its 
stakeholders, and the public. CSR, reputation management, and branding can be part of a corporation’s strategic 
marketing priorities. The lack of a strategic fit is why support is not given. 

The Foundation Directory Online Quick Start offers a free account to do limited searches for corporate foundations 
or other foundations in the US. GrantStation,  GrantScape, GrantFinder, instrumentl, and FDO are just a few of the 
many grant research services available for yearly or monthly fees. The Grant Professionals Association (GPA) offers 
resources and tools to its members plus a community to exchange ideas and strategies.

Foundations
A foundation is a “nonprofit corporation or charitable trust under state law, with the principal purpose of making 
grants to unrelated organizations or institutions or to individuals for scientific, educational, cultural, religious, or 
other charitable purposes” (Candid, 2021). According to Candid, “90% of U.S. Foundations don't have websites,” and 
many have limited staffing. In 2020 the distribution of foundations was:

• Independent foundations: 107,889 – often private and established by individual donors
• Corporate foundations: 2,888 - created and financially supported by a corporation
• Operating foundations: 7,947 - an operating foundation makes direct charitable expenditures by 
conducting charitable projects rather than by making grants to other organizations
• Community foundations: 1,067 - builds and manages endowment funds to support charitable activities in 
its region

https://fconline.foundationcenter.org/
https://grantstation.com/
https://www.thegrantscape.com/
https://www.insidephilanthropy.com/grantfinder-sign-up
https://www.instrumentl.com/
https://fconline.foundationcenter.org/
https://grantprofessionals.org/
https://foundationsource.com/start-a-foundation/
https://www.causeiq.com/directory/corporate-foundations-list/
https://www.ccj.com/what-is-the-difference-between-operating-and-non-operating-private-foundations/
https://cof.org/foundation-type/community-foundations-taxonomy
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Part 3 fundraising practices and tools

Government Funding
Funding for the arts can be found at all levels of government in the United States (local, state, and 
federal). National Endowment for the Arts (NEA) and the Endowment for the Humanities (NEH) 
award matching grants up to $100,000 for various programs. About 5,000 applications are 

submitted annually to the NEA, and around 48% of the applications are funded. 

The National Assembly of State Arts Agencies (NASAA) distributes state and federal funds (40% of 
the revenue comes from the NEA) and is a good resource funding resource for arts organizations. 
State policies related to supporting the creative industries vary widely. In FY 2021, the per capita 
funding in Minnesota was $6.52, while in Georgia, it was only $0.22. 

Thousands of other grants are also available from the federal government by searching the 
grants.gov website. Grant criteria often make it difficult for an arts organization to qualify, but 
occasionally an opportunity arises that is worth pursuing.

Arts service organizations such as Americans for the Arts, TCG, and the American Alliance of 
Museums generate content about grants and offer training programs to help their members access 
the funds.

As noted in previous chapters, government support for arts and culture is more widespread in the 
rest of the world, though the amount of funding can vary widely by country. In addition to 
supporting organizations, there are various grants for artists available around the world (See 
FundsforNGOs.org). 

https://www.arts.gov/grants
https://www.neh.gov/grants
https://nasaa-arts.org/
https://www.grants.gov/web/grants/search-grants.html
https://www.americansforthearts.org/by-program/services-and-training/training-professional-development
https://circle.tcg.org/resources/grant-professional-development-programs
https://www.aam-us.org/category/financial-sustainability/
https://www.fundsforngos.org/culture-2/international-music-art-foundation-grants/
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Part 3 fundraising practices and tools

Fundraising and Inequity
Arts organizations are revisiting their values and considering how their programming and operations, 
including fundraising and development, foster inequities in their communities. Paradoxically, arts 
organizations are highly dependent on this philanthropic ecosystem which has resulted in funding 
practices that are not equitable or inclusive.  Many structural inequities in arts funding in the US result 
from a taxation system that favors those with higher income levels and who donate to arts organizations. 
(See Box 11.7) 

The 2017 report, Not Just Money: Equity Issues in Cultural Philanthropy, received a great deal of attention 
when it found that “just 2 percent of all cultural institutions receive nearly 60 percent of all contributed 
revenue.” It highlighted that “despite important efforts by many leading foundations, funding overall has 
gotten less equitable. ” BIPOC-lead cultural organizations, with operating budgets under $1m, receive a 
much smaller percentage of contributed revenue.

In response to this issue, the “America’s Cultural Treasures” initiative was rolled out by the Ford 
Foundation in partnership with 16 major donors and foundations in September 2020. In May 2021, the 
McKnight Foundation in Minneapolis also announced grants of $7 million to BIPOC arts organizations. 

Grantmakers in the Arts issued a report in 2021 on how “arts and culture grantmakers can engage in 
systems-change work that addresses root causes rather than symptoms of cultural inequity.” This report 
offers that “the economic system culture-bearers and artists want is not only possible - it already exists.” 

However, much work is yet to be done to re-envision the relationship between donors and funders and the 
organizations they support.

https://heliconcollab.net/our_work/not-just-money/
https://www.fordfoundation.org/news-and-stories/news-and-press/news/sixteen-major-donors-and-foundations-commit-unprecedented-156-million-to-support-black-latinx-asian-and-indigenous-arts-organizations/
https://www.mcknight.org/programs/arts-culture/
https://www.giarts.org/solidarity-not-charity
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What’s Ahead . . . Chapter 12 – Managing and the Arts 
Learning Outcomes 

12.1: Be able to formulate a mix of management styles to run an arts organization successfully

12.2: Be able to summarize the key features of the process, HR, and the open system model

12.3 Be able to explain how the four functions of management can be adapted and expanded 
upon to operate an arts organization

12.4: Be able to provide examples of how mental models and the conundrum of managing 
impact an arts manager
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Appendix 12.1 Charting an Arts Management Career
Things to consider as you go about establishing and nurturing a career in arts management

• Employment prospects

• Compensation 

• Career goals




