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I. RESEARCH METHODOLOGY

Project Challenge

Leadership at a member institution approached the Council with the following questions:

Project Sources

* Education Advisory Board’s internal and online (www.educationadvisoryboard.com)
research libraries

* National Center for Education Statistics [NCES] (http://nces.ed.gov/)

Research Parameters

The Council targeted its outreach to senior leaders who oversee advancement, external relations,

communications, and government affairs at large research institutions in urban and suburban areas
throughout Canada and the United States.
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I. RESEARCH METHODOLOGY

A Guide to the Institutions Profiled in this Brief

Approximate

Geoeraphic ;
! a] Enrollment

Location

4 1 :
Eg i ’ i Zﬁ!ﬁgﬁﬁi i
*Centralized indicates that one vice president oversees all advancement operatio centralized indicates
that two or more senior leaders oversee ncement operations.

Sources: National Center for Education Statistics, Association of Universities and Colleges of Canada
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II. EXECUTIVE OVERVIEW

University advancement is critical to the success of an institution, particularly in an era of shifting
budgetary priorities and a continuous media cycle. An institution that identifies its strategic
priorities, determines what division of responsibility best fits its institutional culture, and finds an
individual whose personality and expertise matches those goals is often poised to establish a
successful advancement operation.

Nevertheless, a leader will always have to balance the voices of its various audiences. For
example, alumni, filled with feelings of nostalgia, may want an institution that resembles the one
they attended, while government officials and community members, focused on visions for future
success, may encourage the institution to chart a new direction, Ultimately, contacts describe that
the vice president’s role is to convey and help implement the president’s vision for the institution.

Key Observations

% Institutions with a centralized model unite most operations (e.g. fundraising,
communications, alumni relations, and government relations) under one vice
president, while those that operate under a decentralized structure divide the
responsibilities across two or more senior leaders. Contacts describe that institutional
culture significantly influences the effectiveness of a given model.

*+ Contacts suggest that collaboration across departments is vital to the success of
advancement operations, regardless of reporting structure. Reporting structure can
help facilitate cooperation if it is not part of an institution’s organizational culture.
Contacts use a variety of strategies (e.g. staff meetings, leadership retreats) to update
reporting units on university initiatives and develop coordinated strategies for university
advancement.

%+ Regardless of organizational model, institutions with clearly defined expectations
for each senior leader and department may find it easier to operate efficiently and
collaboratively. For example, if the president seeks to launch a development campaign,
each vice president at a decentralized institution must understand which components of
the initiative they are expected to complete and which will involve collaboration with
other departments. At a centralized institution where the vice president will likely be
responsible for the entire campaign, individual departments must know what role they
play in the campaign’s design. This frees the vice president to focus on his or her top
priorities. Clear expectations may help staff across various departments maintain a
unified message while serving different audiences.

%+ Most contacts do not directly oversee international initiatives, but many work with
their institution’s office of international programs when related matters arise. Some
contacts provide communications materials for international initiatives; others help plan
trips for the institution’s leadership that focus on student recruitment, donor development,
and research partnerships. Two contacts report they help coordinate international guest
visits to campus.

.
"

Fundraising experience is crucial for individuals at centralized institutions, while
communications experience is generally emphasized more at decentralized
institutions. Prior experience in higher education or a similar setting is extremely
valuable regardless of organizational model, as is having a staff that complements the
strengths and weaknesses of the vice president. Fliring an alumnus or someone with an
advanced degree may also bolster the person’s credibility among faculty and staff.
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III. THE STRUCTURE OF UNIVERSITY ADVANCEMENT

Organizational Models

University advancement functions can be defined as those that engage external audiences to
promote the university and its accomplishments. This typically includes fundraising, alumni
relations, data management (usually called advancement services), communications and
marketing, and government relations. Some institutions also include community relations,
corporate relations, or management of a campus facility such as an art gallery or garden. While
individual institutions structure these responsibilities differently, two general models emerge.

v Centralized operations integrate most, if not all responsibilities under one senior leader.
v" Decentralized operations separate the responsibilities, usually between fundraising and
communications, under two or more senior leaders.

All contacts report to the institution’s president or chancellor. Advancement at the 11 institutions
profiled usually includes four to six divisions; staff size ranges from 30-120 people.
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III. THE STRUCTURE OF UNIVERSITY ADVANCEMENT

Centralized Organizational Charts
University K

Contacts indicate the institution’s organizational style is to have few vice presidents, so an
associate vice president oversees alumni affairs and development.

Prosident and Viece Changellor

Vice Iresident for Externad Relations

University C

The government relattons portfolio plays a significant role in the institution’s budget and research
agenda. An assistant to the chancellor for external affairs serves as a liaison between the
institution and elected and appointed officials. A director of federal research affairs works in
conjunction with the institution’s vice chancellor for research and innovation.

Claneellor

Vice Chancellor tor University Advancement
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II1. THE STRUCTURE OF UNIVERSITY ADVANCEMENT

Decentralized Organizational Charts
University F

Though not indicated on the institution’s organizational chart, the vice president for governmental
relations and university communications also helps manage the president’s office. For example,
the vice president and his or her staff will review a speech the president plans to deliver, call a
senator who changed positions on a policy important to the institution, or answer phones if the
president’s staff is out of the office.

Presidont

Vice President for

- . President of Foundation.
Governmental Relations and

Vice Prestdent for Developmem

Universdty Conmmunicidions

University J

University J transitioned from a centralized model to a decentralized one in 2010. While most
institutions house alumni relations under fundraising, the institution left it under university
relations. Contacts describe this arrangement facilitates alumni engagement in areas such as
student recruitment that lie beyond the solicitation of donations.

Iresident

Viee President for Umiversity Relanons Viee President for Development
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IIl. THE STRUCTURE OF UNIVERSITY ADVANCEMENT

Advantages of the Centralized Model

Contacts at centralized institutions describe how integration fits their philosophical view of
advancement and helps streamline operations.

Consistent
Messaging

lflicient
Operations

Accountabiliy

Assurange
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IIl. THE STRUCTURE OF UNIVERSITY ADVANCEMENT

Advantages of the Decentralized Model

Contacts at decentralized institutions describe how a divided model adds diverse viewpoints and
offers flexibility in execution strategies.

“Hean'Eimagine being able to adegieately ran a ST BTon canipaien on
of fother edvanecment respansibilitios].” -Counerl interview

Manzgeable

Porttoiios

Multiple
Perspectives
lor

President

Tarlored

Moessages
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IV. APPROACHES TO COLLABORATION

The Importance of Collaboration

Irrespective of department structure, all contacts emphasize the
need for collaboration as a matter of institutional success. The
various advancement functions tell the institution’s compelling
stories and engage external audiences in an effort to move the
institution forward.

For exampie, marketing needs to understand the university’s
brand and how to target different audiences; communications
ought to find prominent alumni to feature in media; and
development should know the projected level of government
funding.

Foster a Collaborative Environment

Contacts suggest that the ease with which work together is more
important than to whom they report. A unified reporting
structure can help facilitate collaboration, particularly if it is not
natural within a department or if personality differences among
leaders impede progress. However, administrators who work
under a decentralized model have not found that the structure
impedes their ability to develop strong working relationships
with their counterparts. Contacts emphasize that collaboration
should be organic, not imposed. Contacts at decentralized
University F believe that a prescribed communications strategy
may elicit compliance, but not necessarily buy-in.

Establish Clear Expectations

A precise definition of what the president expects from the
department can help a vice president determine where to focus
his or her time. A vice president who knows his or her own
strengths and weaknesses can then hire staff with specific

expertise to supplement his or her performance gaps. Typlcally, vice presidents at centrahzed
institutions concentrate on fundraising and hire a specialist to lead the communications division.
For vice presidents operating under a decentralized model, clarification of where each individual
has ownership can reduce the chance of conflict and also structuralize collaboration. For example,
at centralized University K, fundraising plans must be approved by the vice president for
external affairs and the provost to ensure they align with the institution’s academic mission.

Spurring Innovation through Collaboration at Universin: 1
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IV. APPROACHES TO COLLABORATION

Donor Relationship Management at University A

Contacts at decentralized University A advise that institutions delineate which departments have
ownership over the different facets of the donor relationship. At University A, the vice chancellor
for external affairs, the head of the University’s foundation, and the chancellor manage high-level
donor relationships. The external affairs department and foundation share responsibility for
identifying promising donor engagement opportunities.

Fxternal atTairs
finds potential
COMIUNItY potentis Nnors

External alTairs
and foundation
st devide
how to staft the

Exiernal aftaivs
coordinates
chancelors

schedule

engagements iy attendance
tor the and sends

chancellor to information to ever.
attend. chancellor,

Collaboration Strategies
Institutions profiled convene a variety of formal and informal meetings to facilitate collaboration.
Staff Meetings

Purpose

*Most contacts report that they have daily conversations with the president and can speak with
him or her privately if urgent matters arise.
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IV. APPROACHES TO COLLABORATION

Ad-hoc Meetings

Contacts report that staffers in different divisions often meet to discuss ongoing projects. The
frequency of these meetings fluctuates as departments conclude projects and launch new
initiatives. The illustration below depicts how one centralized institution coordinated its current
fundraising initiative,

Organization of a Development Campaign at University G

Ad-hoc commitiee
Advangement and composcd of the
conumuncations co- director of
design campaign communications and
wd work public attuirs,
external registrar, and the vice
consultants on how to president for
execute branding advancement update
strategy. ' the prosident on
CAMPALEN S Progress,

commutications lead
bi-weekiv meetings
with the campaign

COMMIUECATIONS tear.

Matrix Management Model

Contracts at decentralized University J report that the department’s three assistant vice presidents
organize their teams under a matrix model. Under this arrangement, reporting structure operates
on a functional, as well as hierarchical, basis. When a division spearheads an initiative, staffers
report to a team leader for the work they complete on the project. This approach formalizes the
ad-hoc meeting strategy described above. While matrix management can help cut bureaucracy, its
success depends on effective implementation. Clear expectations and reporting lines should be
delingated at the start of each project. Below is a sample organizational chart based on the matrix
model.

Viee President
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V. INTERNATIONAL INITIATIVES

Most institutions have an international programs office that reports to the provost. Contacts
usually do not directly oversee international initiatives as part of their external relations or
advancement portfolios. Contacts at University H and University E say their external relations
departments help coordinate international guest visits to campus and ensure compliance with
diplomatic protocol, if required. Most contacts collaborate on some level with the international
programs office on marketing, recruitment, alumni engagement, and donor development.

Those whose institutions have not developed extensive international initiatives identify global
engagement as growing area of priority. At University K, the international programs office secks
to establish procedures to guide collaboration on initiatives among all vice presidents. One
potential option includes the establishment of an advisory committee that would bring together a
diverse group of administrators to discuss international priorities. The following chart details
additional collaboration practices employed at contact institutions.

q T

Markettng

Alunmni
Fngagement

Donoer
Development

Tnternational
Travel
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VI. THE VICE PRESIDENT’S ROLE

Main Priorities

Vice presidents at centralized institutions typically focus on development, while those at
decentralized institutions usually spend more time on communications.

v

v

Time Management

Contacts say the priorities of a vice president fluctuate
daily and yearly. Tasks can range from reactive, such as
crisis management, to proactive, such as the pursuit of
new donors. Contacts explain that a vice president may
move from the minutiae of a budget proposal to the
broad-based development of a strategic plan within the
span of one day.

From a general perspective, two main events consume
most of a vice president’s time.

v

v

Centralized: The vice president often concentrates on fundraising and hires strong
individuals to lead other divisions. He or she helps develop donor strategy, assess
performance, and engage prospective donors.

Decentralized: The vice president usually works to balance institutional priorities and
community expectations. Contacts describe that the vice president helps develop strategic
communication between the campus and elected officials, community-based
organizations, and the corporate sector.

Legislative Session: While the state legislature is in session, contacts lobby public
officials, communicate with government agencies, examine policy issues, and lead
grassroots efforts.

Development Campaign: When a campaign is underway, contacts develop
communications and branding strategy, distribute the institution’s message across news,
advertising, web, and in-house media, and engage donors.

Contacts at centralized University G describe how they divide their time before and during a
development campaign.

Before Campaign During Campaign

Internal (50 %) Internal (30 %)
External (50 %) External (70 %)

Internal: Restructure the department
External: Travel; build campaign
momentum; cultivate relationships.

Internal: Develop strategy; organize campus

‘ activities; motivate staff
External: Monitor major giving; follow up with
donors; draw interest from government agencies
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IV. THE VICE PRESIDENT’S ROLE

Sample Schedule

Contacts at the centralized University I describe a typical day’s schedule. Most of their time falls
into donor engagement and strategic planning. Contacts report they never delegate the
management of major donor relationships, and personally reach out to the institution’s top 30
donors often.

Activity

Professional Qualities

Given the strategic importance this role plays in an institution’s success, contacts describe the
importance of hiring someone who fits well with the institution’s culture and personalities.
Contacts liken the role to that of a football coach, and say that a person in this position needs to
be an experienced leader, communicator, and motivator with proven management and mentorship
skills. Contacts suggest the institution look for a thought leader who aligns with the president’s
goals, understands the institution’s role in the broader community, and can guide the institution
through an implementation of a comprehensive, strategic vision. The following lists describe
characteristics that contacts suggest an institution look for in candidates for the role.
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PROFESSIONAL SERVICES NOTE

The Advisory Board has worked to ensure the accuracy of the information it provides to its members.
This project relics on data obtained from many sources, however, and The Advisory Board cannot
guarantee the accuracy of the information or its analysis in all cases. Further, The Advisory Board is not
engaged in rendering clinical, legal, accounting, or other professional services. Its projects should not be
construed as professional advice on any particular set of facts or circumstances, Members are advised to
consult with their staff and senior management, or other appropriate professionals, prior to implementing
any changes based on this project. Neither The Advisory Board Company nor its programs are
responsible for any claims or losses that may arise from any errors or omissions in their projects,
whether caused by the Advisory Board Company or its sources.

© 2011 The Advisory Board Company, 2445 M Street, N'W., Washington, DC 20037. Any
reproduction or retransmission, in whole or in part, is a violation of federal law and is strictly prohibited
without the consent of the Advisory Board Company. This prohibition extends to sharing this
publication with clients and/or affiliate companies. All rights reserved.




