- Creating a Case Statement

The previous two chapters discussed the framework for fundraising, the logic
of the fundraising process, and the fact that an organization will ultimately
be supported not so much by money itself, but by relationships with individuals
who give money because of their increasing commitment to the group. This chap-
ter presents the first step in successful fundraising—creating a case statement.

Before you can begin to raise money, your organization must state clearly why
it exists and what it does. This statement is presented in a written document that
describes in some detail the need the organization was set up to meet, the way the
organization will meet that need, and the capacity of the organization to do so.
This is an internal document for use by staff, board, and key volunteers. This doc-
ument is called your “internal case,” and although it is not a secret document, it
will not be that interesting to anyone at any distance from the organization. Lan-
guage and ideas in this internal case will be used in documents making your “ex-
ternal case,” such as on your Web site, in brochures, proposals, reports, and
speeches—any time you are making a case for supporting your organization to an
external source. Everyone close to the organization should agree with the infor-
mation presented in the internal case statement, and nothing produced by the or-
ganization for external use should contradict it.

THE CONTENTS OF THE CASE STATEMENT

The easiest way to understand a case statement is to imagine the questions a per-
son truly interested in your organization would ask you. The first question, “Why
do you exist?” is answered by the mission statement. The second question, “What do
you do?” is answered by your goals. “How do you accomplish those goals?” is an-
swered by your objectives. These are a list of specific, measurable, and time-limited
outcomes that tell how the goals will be met.
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The next two questions get at credibility: How long have you been doing this
work? What have you accomplished or what is your track record? The ansvxfers t-o
these questions are your history. A similar set of questions, “Who is involved in this
group? What kind of people do you have in leadership, how are they chosen, and
what power do they have?” is answered in a section detailing your structure.

The final two questions relate to the organization’s finances: How much does it
cost for your organization to function, and where do you get your money? In other
words, what is your budget and your fundraising plan?

Your internal case statement will have clear, concise explanations for each of
these elements: mission, goals, objectives, history, structure, budget, and funding.
Some organizations also like to have a statement of vision, which describes what
the world would look like if your organization completely succeeded in its work.
Such a vision statement is often the first element of a case statement.

Having this information in one document, with key people in the organization
all having copies of it, saves a great deal of time and helps guarantee that infor-
mation and philosophies that are presented by board members, staff, or volunteers
in their personal fundraising letters, in speeches, or in conversations with funders
or donors are consistent. Further, it reminds people of why they are raising
money—to do the important work of the organization. A good case statement ral-
lies people to the cause and reinvigorates staff and volunteers. Much of the case
statement—objectives, history, budget, funding plans—need to be updated every
year, and the entire document should be reviewed at least annually to ensure that
everyone is still in agreement with its premises and that the words used still accu-
rately describe what the organization is doing. Many organizations open each
board meetings with a recitation of the mission statement and goals, a practice
that they find helps keep the meeting on track and focused.

The following sections present an explanation of each of the components of the
case statement.

The Mission Statement

The statement of mission, sometimes called the statement of purpose, answers the
fluestion, “Why does your organization exist?” This statement is your basic prem-
ise anfl should describe the one thing that unites everything you do. People in an
organization will often claim, “We know why we exist.” and then describe their pro-

grams, but it may not be clear to a listener that the programs meet any particular

need or that there is a problem to be solved. For example, an organization that buys
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run-down or abandoned apartment buildings and then fixes up and rents each
unit well below market rates to elderly poor people has this mission statement:
«“We believe decent, affordable housing is a right and not a privilege, yet thousands
of seniors have inadequate or substandard housing and an increasing number have
no homes at all. Housing for Seniors seeks to rectify this problem.” At this time,
their goal is to buy buildings and convert them to affordable apartments. How-
ever, their mission statement allows them to have a wide variety of goals, such as
advocating with the city to provide housing, helping seniors stay in their homes,
educating the public about the housing shortage, or providing loans to seniors for
housing. They intend to pursue all these goals as they grow, and they will not need
to change their mission statement as the reach of their work expands.

An educational organization that primarily teaches economic literacy has this
lofty mission: “Authentic human freedom begins with every person living free of
economic compulsion. Understanding how economic forces work and how they
can be changed is fundamental to this freedom.” Their goals include teaching peo-
ple that practices that are unhealthy for people, such as unsafe workplaces, wage
discrimination, toxic dumping, substandard housing, and poverty itself, are not
necessary for an economy to be healthy and how society could be restructured to
eliminate these injustices. A

A mission statement should be only one or two sentences long. Its purpose is

to interest a person by giving an easy-to-understand, short yet passionate descrip-
tion of why the organization exists. Keep in mind that when you talk or write to
people about your organization, they, like you, have a lot on their mind. Your group
and its needs are not foremost, at least at the beginning of a conversation. Further,
we live in a world of constant messages—advertising, warnings, directions,
prompts, signals. Study after study in publications such as American Demograph-
ics and Advertising Age show that people living in urban areas who drive to work,
listen to the radio, and watch TV will be exposed to upwards of two thousand mes-
sages in a day. We are constantly screening and filtering, and our conscious mind
doesn’t even take most of them in. Your mission statement is one of those mes-
sages. In order to be noticed, it has to be brief, compelling, and intriguing. It has
to make a person with a lot on their mind stop thinking about all their other cares
and focus on your group.

In fact, a good mission statement does only two things: it is a summary of the
basic belief of the organization and the people in the organization, and it makes

the person hearing or reading it want to ask for more information: “Well, that’s
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Objectives

Objectives are statements describing how the group intends to accomplish its goals.
Good objectives can be easily created and identified by using the acronym SMART:
Specific, Measurable, Achievable, Realistic, and Time-limited. Goals last as long as they
need to, but objectives are generally written as what an organization wants to ac-
complish in one year at the most, then they are evaluated and rewritten for the next
period of time. For example, here is an objective from the economic literacy group:
“We will teach ten weekend courses for teenagers during the months of September
and October. Two courses will be in Spanish, one in Cantonese, and seven in English.
Each course will have a minimum attendance of fifteen students and maximum of
twenty-five. A pretest and posttest will be given to document learning, and the cur-
riculum will be modified as indicated by the evaluations for use in the next round”

History

The history section summarizes when the group was formed and by whom and
relates the group’s major program accomplishments, including any major program
changes. In describing your accomplished objectives, you have the chance to pro-
vide further documentation of the need your group was set up to meet. The more
specific your objectives are, the more dramatic your history will be.

Here’s an example: “Homes for Seniors originally focused on providing living
accommodations for homeless seniors until we discovered that hundreds of sen-
iors who have housing live in homes that are substandard, with poor insulation,
dangerous wiring, and sometimes without running water. Every year since our
founding in 1990, we have refurbished or upgraded between twenty and thirty of
these housing units that were already inhabited, and we are continually expand-
ing our programs to upgrade substandard housing.” The group can then goonto
describe their work in more detail.

There are no set rules for the length of the historical piece, but generally a sum-
mary of high points will do, with information on who to ask or where to g0 to get
more details for people who want them. |

The Structure

The structure shows that the way a group is organized is consistent with its overall
mission. This section discusses staffing and board size, composition, and governance,
Here are some examples: “We have four staff who work collectively;” or “Our board

Creating a Case Statement



40

bers is composed of three current clients, five former clients, and thyee
L‘ 'A. ' ) b 1 - > -1 »

so that all decisions about the organization are made by people
‘ able of our work.”
[

complicated or nontraditiong

of eleven mem
former staft people,

most interested and knowledge
long cnough to ¢

nrganizulional structt
d is a key to 1ts accountability. For example, an o.

participation of all members of a my|.
could be questioned

about the effects
slain a
This section should be xplain e '
structure, but brief it the ire is fairly straightforward, Ty,
v »
tion is structure¢
aims it 18 committed to full
people on the board
An organization that claims to organ.
d members are all well-paid pr.-

ties the organization serves, raises

way an organiza

ganization that cl
tiracial community but with only white

about their understanding of community.
ize in low-income communities but whose boar

fessionals, none of whom are from the communl

questions about the organization’s philosophy of power.
More and more, donors request information on structural issues to help
p understands the implications of its mission and goals,
hical sketches of board members,

determine if the grou
volunteers, and chapters,

This section can also include brief biograp

resumes of staff, and statistics on numbers of members,

if applicable.

A Fundraising Plan
The fundraising plan shows whether the organization has a diversity of funding

sources and an understanding of the fundraising process. The fundraising plan
shows all the organization’s prospective sources of income and describes in a nar-
rative fashion how this income will be raised or how these financial goals will be
reached. Like the section on structure, the fundraising plan will show whether the
organization’s practices are consistent with its mission. For example, an environ-
mental organization primarily supported by oil or timber corporations, or an or-
ganization working in the poverty pockets of an inner city with only major donor
fundraising strategies both raise questions about how their financing can be con-

sistent with their mission.

A Financial Statement and a Budget
A financial statement provides proof that the organization spends money wisely

and monitors its spending—both in total amount and by category. The financial
statement, consisting of an audited financial report, if available, or a balance sheet,
is usually part of an annual report on the work of the organization.
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The budget is an estimate of expenses and income for the current fiscal year
and should include a description of how finances are monitored, such as “The fi-

nance committee of the board reviews financial reports monthly, and the full board
reviews such reports quarterly”

DEVELOPING THE CASE STATEMENT

A case statement is usually developed by a small committee, but the board, staff, and
key volunteers must all agree on its contents, particularly the statement of mission
and the group’s future plans. If the people who must carry out the plans don’t like
them or don’t believe they are possible, they will not do good work for the group.
Therefore, it is worth spending a good amount of time on developing the case state-
ment. Hurrying a statement of mission or a set of goals through the board approval
process in order to save time or get on with the job will come back to haunt you in
the form of commitments not kept and half-hearted fundraising efforts.

Elements of the Case Statement

Section on Establishes

Mission Why the organization exists

Goals What it will do about why it exists
Objectives How it will accomplish the goals

History or track record  Credibility, showing which objectives have been ac-
complished already

Structure Who is involved, showing consistency of personnel
with the goals
Fundraising plan That the organization has a number of well-

managed and appropriate income streams that will
enable it to fulfill its mission over the long term

Budget That salaries, benefits, rent, and other costs are
consistent with the mission, and that the organiza-
tion knows how much it will cost to do the job they
have set out to do

Creating a Case Statement



