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Abstract of Dissertation

Institutions’ Needs and Donors’ Dreams: A Case Study of Successful Stutkrg A
Fundraising Collaboration at Three Private Research Universities

While facing difficult financial times, student affairs divisions and thesiders
are increasingly considering collaborating with development officerstaed o
institutional partners to raise funds for student services, activities, antigacttudent
affairs leaders, however, do not have proven strategies based on empirical data for
making these decisions. At the same time, although research shows that stanient af
and development office collaboration is often a crucial factor in the success@fitst
affairs fundraising, the literature is predicated primarily on praogti-based articles.
This body of literature fails to include an empirical analysis of the stesteghployed in
the formation of successful student affairs fundraising partnerships aemegatarch
universities. To address these problems of practice and research, this staohedxhe
nature of collaboration between student affairs and development units with fulccess
student affairs fundraising efforts at three private research unigsrdihis study used a
gualitative multiple-case-study design with a social constructivist gamadi inquiry to
add to the understanding of this key factor in student affairs fundraisingiastiVihe
study analyzed interviews with the three institutions’ CSAOs, studentsafifiadraiser,
and main development unit point of contact for student affairs fundraising; observations
at all three institutions; and documents relating to student affairs fungdraiesults of
within and cross-case analyses indicated that the collaborative relgi®tskupport
student affairs fundraising at all three institutions transcended thensaftirs and
development unit partnerships. In addition, veteran student affairs leadership arld capita

projects were key factors in introducing, expanding, and sustaining studerst affair

vii



fundraising efforts. Also important factors in successful student affaidsdismng and
student affairs and development collaboration were the institutional organitationa
cultures as well as the student affairs and development subculturesemuésin student
affairs and development organizational cultures influenced the nature of thisse uni
collaboration in student affairs fundraising. Definitions of successful stutfainsa
collaboration had common themes among student affairs and development ofitcers a
across the three participating institutions. These findings have implicatiopsattice

and theory and suggest areas for future research.

viii



Table of Contents

[D7=To [[or=1 (o] o [T PP PP PP PP PPPPPPPPPPPPPPPPP ii
ACKNOWIBUAGEIMENTS ...t e e e e e e e e e e et e e ettt e e e e e e e eaaaas v
ADSEIACT Of DISSEITALION ...eeeeeiiiiiiii ettt e e e e e e e e e e e e e e e vii
TaBIE Of CONENTS ...ttt e e e e e e e e e e e e IX
LISt Of TADIES ...ttt e e e e e e e e e e e XiX
CHAPTER | oottt e ettt e e e e e e et e e e e e e eta e e e e e eennannns 1
THE PROBLEM AND ITS SETTING.....uu et 1
Context of the Problem .. ...t 2
Higher Education FuNdraiSing OVEIVIEW ...........couuiiiiiiuiiiiiiinee e 2
Student Affairs FINANCING OVEIVIEW ........uuuuuuiiiiieeeeeeeeeeeeeeeeeeeiatisss s s e e e e e e e e aaaeeaeeeennne 7
Problem STatemMeNt ... ... ..o 10
B I L=T0T YA @ AV =T 1 13
Significance of the STUAY .........cooi oo e e e e 16
Research Question and SUDQUESLIONS ...........cccoiiiiiiiiiiiiiiires e 19
DEfiNItION OF TEIMIS....eeiiiie e e e e e eees 19
TS 10T o] 10 1 20
DEIMITALIONS ... ettt e e e e e e e e s e e e e e e 20
LIMITALIONS ..ottt e e e e e e e e e e e e e e et e e e e e e 21
Overview Of the DISSEIMTALION .........cccurriiiieeiiiie et 22
(O 1l I | PP 23
REVIEW OF THE LITERATURE ..o 23



Student Affairs Fundraising in the Higher Education Context...........ccccevvvvviiiiiinnnnnnn. 24

Student Affairs Divisions in the Higher Education Context ............ccccoeevvvveveeiiinnnnnne 25
History of the Higher Education Fundraising Profession...........ccccoeveeeeeiiiiiiiieeeninns 36
History of Organized Student Affairs Fundraising Activities................ovviiceiiieenennn. 44
Student Affairs and Development Office Partnerships..........cccoceeeeeiiiiieiieeeiiiiiccceeen, 52
Importance of Student Affairs and Development Office Partnerships..................... 52
Obstacles to Creating Fundraising Partnerships...............ieiiiiiiiiiiieeee e 54
Student Affairs Fundraising Empirical StUAIES ..........uueeiiiiiiiiiiiee e 57
Recommendations from the Literature of PractiCe ...............ccoiviiiiiiiiiiniiiiiiiiine, 78
SUMIMBIY <.ttt oottt e e e e et e e e e e et ettt e e e e e e e ta e e e e e eee b e e e eeeesban e eeeeesnnnnaeeeas 82
GaP IN thE LILEIATUIE ... e e et a e e e e e e e e aaaas 82
CHAPTER I ettt e e e et e e et e e e e e e eeta e e e e aeenna e eaaenes 85
METHODOLOGY ...ttt et e e e e et e e e e e e et e e e e e eata e e e e e eerann e eaas 85
Paradigm Of INQUITY .....oooeeee e e e e as 86
RESEAICIH DBSIQN. ...ttt e et ettt ettt e e e e e e e e e e e e e eeeeeeeeennnanas 87
Qualitative ReSEarch DESIQN ......ooooi it e e e e e eees 87
CaSE STUAY DBSION ...ttt e e e e ettt e e e e e e e e e e e eaeeeeeeeeesernnnnns 88
Multiple-Case StUAY DESION.........uuuuuuuriiiiiiiiee e e e e e e e e ee et s e e e e e e eeaeeeeeeeeeeennnnne 89
TheoretiCal FramEWOTK ..........ccoiiiiiiiiie et e e 90
Structural, Environmental, and Values DIMENSIONS............cccvvvvieeiiiiiiiiieee e 91
Time, Space, and COMMUNICALION. ........ccceieeiiiieiieeeiirrr e e e e e e e e 92
Leadership DIMENSION .........ouiiiiiiiiiiie ettt e e e e e e e e e e e e e eeeb s 93



Justification for Theoretical FrameEWOTK .......c.ooeeeeee e 94

RESEAICH QUESTIONS ... e e e e e 95
SIEE SEIECHION ... e e e e e e e e e e 96
Y1 (R B LT ox 1] o] (o] ISR 98
PIOTOCOL ...t r e et e e e e e e e e e e e e e e e e e a e 100
IRB PrOCEUUIES ...ttt et e e e e e e e e e e e e e e e e e ee e 100
DOCUMENT ANAIYSIS i e e e e ettt s e e e e e e e e e e e e e e et e e e e et b i a s s e e e e eeeaeaeeeeeeennnnes 101
ODSEIVALIONS ...ttt e e e e e e e e e e e 104
INEEIVIEWS ..ttt e e s e e e e e e e e e e e e e e e e e e e e n e 105
INTEIVIEW PTOCEUUIES ...ttt e e e e e 111
Data ManagEMENT .. ...t e e e e e et e e e e e e e aee 113
Data Analysis Method and Strat@giesS ........coovveeeeiiiiiiiiiiiiiiiiere e 114
DAta ANAIYSIS. ....eiiiiiiiiiieie et e ettt ettt e e e e e e e eeeaaeanrne 115
D= 1= B D11 o] = Y75 118
LIMITATIONS .ttt e e e e e s e e e e 119
Verification PrOCEAUIES .........cooiiiiiiiiie it e e 120
Internal Validity Strat@gieS........covvvieiieiiiiiiii e e e e e e e e e e e e eeeneeeannae 121
External Validity Strat@gieS......ccoveeeiiiieiieeeeeeeeee e e e e e 123
Human Subjects and EthiCal ISSUES .........cccooiiiiiiiieeeee e 123
[ (T T=T o i = 10 T [0 = 125
TIMElNE fOr the PrOJECT ..uuveiiiii it e e e e e e e e eeees 125
CHAPTER IV e e e e e e e e e e 126

Xi



PROFILES OF PARTICIPATING INSTITUTIONS ... 126

INEFOAUCTION ...t r e e e e e e e e e e e e e e e e e e e e e e 126
Overview of the Profiles of Participating INSttUtionsS ............coooiiiiiiiiiiiin e, 127
Western University’s Profile: From Local to Global ...........ccccooiiiiiiiiiiiiiiiiiiies 128
Southern University’s Profile: Value of a Transformative Gift..........cccccooeeeeeennnnnn. 131
Eastern University’s Profile: Higher Education Leader and Innovator................... 134
Comparative Background INformation............ccoooeeeiiiiiiiieeeiiccee e e 137
CHAPTER V e e e e e e e e e e e e e ennes 142
COMMUNITY BUILDING THROUGH A CAPITAL PROJECT:......ccoi i 142
WESTERN UNIVERSITY’'S CASE STUDY REPORT ......oiiiiiiii e 142
INEFOAUCTION ...t e e e e e e e e e e e e e e e e e e e e e e a e 142
Western University’s Organizational Culture and Subcultures.................ooooven. 142
Western University’s Organizational Culture and PractiCes ...........cccoeeveeeevivinnnnnnnn. 143
Western University’s Student Affairs Subculture and Practices.............cooccevvnnnnnnn. 148
Western University’s Development Subculture and Practices...........cccccceeeveveennnnnn. 150
History of Western University’s Student Affairs Fundraising Inti@s$ .................. 153
Stage One: Informal FUNAraiSIiNg ........covvvviiiiiiiiiiiie e e e e e 154
Stage Two: Breaking Down Barriers and a Capital Project...........ccccceeeeiieiiiennennn. 156
Stage Three: Success and MatUration..........cccovveeeeeieiiieeeeeiieerr e e e e e e e e e e eeeeeeaenn 159
Student Affairs Fundraising Collaboration at Western University...........ccccoeeeeeeeeeeee. 162
Capital Project Collaboration ................eeiiiiiiieieee e 163

Xii



CSAQ'’s Perspectives on Collaboration.............ooooiiiiiiiiiiiiiiiiii e 164
Student Affairs Fundraiser’s Perspectives on Collaboration...............ccccoevvvvivinnnnn. 166
Alumni Affairs Officer's Perspectives on Collaboration ..............ccccoevvvvvvvvvininnnnnnn. 167

Collaboration and Student Affairs, Alumni Affairs, and Development Subcultures

................................................................................................................................. 168
Definitions of Successful Collaboration..............ccuvveeiiiiiiiiiieec e 170
Western University Case Study SUMMAIY ........coooeiiiiiiiiiiiiiiiiiiiiiian e e e e e e eeeeeeeeenneen 173
CHAPTER VI et e et e e e e et e e e e e eraa s 175
MOVING TOWARD SUSTAINABLE FUNDRAISING: ... 175
SOUTHERN UNIVERSITY’S CASE STUDY REPORT ... 175
INEFOAUCTION ...t et e ettt e e e e e e e e e e e e e e e e nnnenbnrenees 175
Southern University’s Organizational Culture and Subcultures..........cccccoooeeviiiiinnnn.n. 175
Southern University’s Organizational Culture and PractiCes.........ccccceevveevvvviinnnnn. 176
Southern University’s Student Affairs Subculture and Practices.........c......ccoeeennn. 179
Southern University’s Development Subculture and Practices.............cccccvvvvvvvnneee 182
History of Southern University’s Student Affairs Fundraising Initiatives........... 185
Stage One: Precursors to the Fundraising Effort............ccccoviiiiiiiiiiciciiie e, 185
Stage Two: Capital Project Approval and Program Launch ...........ccccceeeiiiiieennennn. 187
Stage Three: Building Fundraising INfrastruCture ............cccooeeeieiiiiiieiiiiiiiiiiccene e 190
Student Affairs Fundraising Collaboration at Southern University..............ccccceevuee. 193
Collaboration in Launching Student Affairs Fundraising .............cooevviiiiiiiiiinnnnnnn. 194

Xiii



CSAQ'’s Perspectives on Collaboration.............ooooiiiiiiiiiiiiiiiiiie e 195

Student Affairs Fundraiser’s Perspectives on Collaboration...............cccceevvvvviiinnnns 197
Development Officer's Perspectives on Collaboration .............cccceevveviiiiiiciiieeneennn. 199
Collaboration and Student Affairs and Development Subcultures.......................... 200
Definitions of Successful Collaboration.............cccuuviiiiiiiii e, 202
Southern University Case Study SUMMAIY..........uuiiiiiiieieeeeeieceeeeeeiiiii e 204
(O o I Y | PP 207
CONTINUING A TRADITION OF EXCELLENCE:......c.ccooiiiiiin e 207
EASTERN UNIVERSITY’S CASE STUDY REPORT .....cooiiiiiiiiieere e 207
T goTo (3 ox 1 o o [PPSR UUPPPPPPPRPPPPURRN 207
Eastern University’s Organizational Culture and Subcultures ..........c.....oooooiin. 207
Eastern University’s Organizational Culture and PractiCes ...........ccccceevveeeviiinnnnnn. 208
Eastern University’'s Student Affairs Subculture and Practices ............cccccevvvvinnnn.n. 211
Eastern University’s Development Subculture and Practices ............cccccevvvvvvenvnnnne 214
History of Eastern University’s Student Affairs Fundraising Iniiggi.................... 216
Stage One: Nascent Fundraising EffOrts ..........cccceeeiiiiiiiciece e 217
Stage Two: Capital Project and Expansion of Efforts..........ccceevvvviiiiiiiiniee e, 218
Stage Three: Fundraising Successes CONINUE .........ccvvvvuiiieiiieiiiiii e 220
Stage Four: Recession and RetrenChmMeNt ...........ooooiiiiiiiiiiiiiiiii e 222
Student Affairs Fundraising Partnerships at Eastern University ..........cccccccvvvcinnnnnn. 224
Collaboration to Support the Residential Project..........cccoooovviiiiiiiiiiiiiii e, 225

Xiv



CSAQ'’s Perspectives on Collaboration.............ooooiiiiiiiiiiiiiiiiiie e 226

Student Affairs Fundraiser’s Perspectives on Collaboration...............cccceevvvvviiinnnns 229
Development Officer's Perspectives on Collaboration .............cccceevveviiiiiiciiieeneennn. 231
Collaboration and Student Affairs and Development Subcultures.......................... 232
Definitions of Successful Collaboration..............ccuveeeiiiiiiiiiiee e 234
Eastern University Case Study SUMMAIY .......ccoooeiiiiiiiiiiiiiiiiiiiiiaee e e e e e eeeeeeeeeeneeens 237
CHAPTER VI ettt ettt e et e e e e e e e e e e e e eennes 239

THREE FUNDRAISING MODELS, BUT ALL WITH SUCCESSFUL RESUISE

..................................................................................................................................... 239
CROSS-CASE ANALYSIS REPORT ..ottt 239
INETOAUCTION ...t r e e e e e e e e e e e e e e e e e e e s e annnes 239
Institutional, Student Affairs, and Development Cultures...........cccceeevvvieeiiiiiiiiiiiiinnns 239
Organizational Culture and PracCtiCeS ........ccooviiiiiiiiiiiiiiiiiiiiiiee e 239
Student Affairs Subculture and PractiCes ..............uuuuiiiiiiiiiiiiiiiieeeeee e 244
Development Subculture and PractiCeS ..........oooviiiiiiiiiiiiieiiicces e e e 248
Student Affairs Fundraising Comparative HiStOry .........ccccceeeeeiiiiiiiieeiiceeee e 252
Fundraising Efforts Prior to the Current CSAQO’s Arrival............ccccoeevevvvveveiiiinnnnnns 255
Barriers to Student AffairsS FUNAIaiSING ........uvureriiiiiiieieeeeeeee e e e 255
(0T o] r= |l = (0] =Tox £ PP 256
Developing Fundraising INfrastruCture............oooiiiiiiiiiiiiiie e 257
2008-2009 Economic Situation and Student Affairs Fundraising ............ccccceeeen... 261

XV



Comparison of Fundraising Collaborations .................eciiiiiiiii e 262

Capital Project INtEracCtioNS .........cccoiiiiiiiiii e 263
CSAOQOs’ Perceptions of Fundraising Collaboration .............ccccoeeeiiiiiiiiiiiiiiiiiinnn. 264
Student Affairs Fundraisers’ Perceptions of Fundraising Collaboration ................ 267

Development and Alumni Affairs Officers’ Perceptions of Fundraisingabolation

................................................................................................................................. 269
Differing Student Affairs and Development Subcultures .............cccovvvvvvviiivicinnnn. 271
Definitions of Successful Collaboration..............cccuviiiiiii 273
Cross-Case ANAlYSIS SUMMANY .....iiiiiiii et 276
OVErall SUMMAIY ... e e e e e e e e et e e bbb eeeas 278
CHAPTER X ettt e ettt e e e e ettt e e e e e e e et e e e e e eenaaeeas 280
IMPLICATIONS .ot e ettt e e e e et et e e e e e e et e e e eeeernnaaaaaenes 280
PUIPOSE Of tNE STUAY ..ot e e e e e e 280
Significance Of the StUAY ..o 281
Findings Related to Research QUESHIONS.........ccooviiiiiiiiiiiiiiieeiii e 283
Definitions of Successful Collaboration in FUNAraiSing .........ccccuvvvviiiiiiiinnnieeeeeeeenn. 283
Strategies to Foster Successful Fundraising Collaboration............ccccovvvviiiiennnn.. 288
Establishment of Student Affairs Fundraising Initiatives .............cccccceceiiiiiiieeeeennn. 291
Interaction Between Student Affairs and Development Units in Fundraising......... 296
Inclusion of Student Affairs Projects Among Institutional Fundraising Fieeri 299
Implications of FINAINGS fOr TREOIY ......coooii i 302

XVi



Contemporary QUalitative Datal............uuuiiiiiiiieeeeieeeeeeeeeirr e 302

Organizational Culture Theoretical Framework..............ooovvviiiiiiiiiiiiiiii e 303
Critique Of Past STUAIES .......ccoeiieieeeeeei e e e e e e e e e e e e e e e eeeannnnes 304
Implications of FINAINGS fOr PractiCe.............uuuiiiiiiiiie e e e 307
Institutions with Existing Student Affairs Fundraising Initiatives................ccc........ 307
Institutions Considering Implementing an Initiative .............ccoovvvviiiciiiiiie e, 311
Student Affairs PractiioNers ..........oooiiiiiiiiiii e 313
Development PraCtiliONerS .........oooiiiiiiiiiiiiiiie ettt e e e e e e e e e eeeenenees 314
Recommendations for Further ReSearch...........cccooooiiiiiiiiiieeee e 315
Critique Of the STUAY .....ccoe oo e e e e e e e e e e e e e e eeaerearannne 318
CONCIUSION ...ttt e e et e e e e e e e e e e e n e et e e e e e b r e e e e e e aanes 320
RETEIEINCES ... ..t e e a e e 322
Appendix A: Definition Of TEIMS .......ccoo i e e e e 342
Appendix B: Organizational Culture Models .............uuuuiiiiiiiiiiieeeeeeeeee e 346
Appendix C: Private Research Universities with “Very High Researtiviy¢ ........ 361

Appendix D: Private Research Universities with “Very High Researdivig¢ and

Institutional Membership in CASE and ACPA of NASPA ... 362
Appendix E: Site Proposal LEtEEr .........ccooviiiiieeeeiciis e e e e 364
Appendix F: Institutional Research Consent FOMM ..........ccciiiiiiieeeeiieeiieeeeeeiee e 366
Appendix G: ReSEarch JOUMMAI ..........coiiiiiiii e 370
Appendix H: Observational Field NOES.........ccoviiiiiii i e 395
Appendix I Interview Protocol for Student Affairs Officers .........ccccoceeeeeiiiiiiiiiiiiiiinnnns 409

XVii



Appendix J: Interview Protocol for Development Officers............oouvvviiiiiiiiiiinnieeeeeeen, 414
Appendix K: Interview Protocol for Student Affairs FundraiSers ...........ccccoeeevvveveiiininns 418

Appendix L: Cross-Walk Table for the Student Affairs Staff Member Int@n®rotocol

......................................................................................................................................... 422
Appendix M: Cross-Walk Table for the Development Staff Member Intervieto€ul
......................................................................................................................................... 424
Appendix N: Cross-Walk Table for the Student Affairs Fundraiser Intervieto€bl 426
Appendix O: Interview CONSENT FOMM.......o.iiiiiiiiiiiiiiie e 428
APPENIX P2 IRB FOIMN ..ottt e e e e e e e e e e e e e eeeeeeeennnnnas 432
Appendix Q: BUudget fOr PrOJECT .......cooviiiiiiiiiiiii et e e e e e eeeeeeaenanes 433
Appendix R: Timeline for the Project..........ooo oo 434
Appendix S: Documents COlECIEA ..........uuuuuueiiiiei e 436
Appendix T: Journal Article Draft...........oooiiiiiiiii e 437

Xviii



List of Tables

LI 0 = PP 131
LI 0 TP 134
LI 0 L= PP 137
TADIE A 138
T Al . 245
TADIE B e 249
T Al 7. 254

XiX



CHAPTER |
THE PROBLEM AND ITS SETTING
For over two decades, student affairs divisions have augmented their budgets and
supplemented their programmatic offerings for students through fundracsivitjes.
Between July 1, 1999, and December 31, 2007, the University of North Carolina at
Chapel Hill's Division of Student Affairs raised $11.5 million in total voluptsupport
from donors (Jablonski, Robinson, Moneta, & Morgan, 2008). In 2008, the University of
Southern California’s student affairs division announced a $2 million voluntary gift from
a donor to support an athletics spirit program (Jablonski et al.). In 2008, Tulane
University reported that the Office of Disability Support Services hegived $500,000
from a donor for office-naming rights (Jablonski et al.). Thus, student affairgodivis
with active fundraising initiatives have had success in securing voluntary dortations
expand services, build new facilities, and offer enriching programs and events f
students.
The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities veitissut
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. The problem of practice is that Vauieg
difficult financial times, student affairs divisions and their leadersrareasingly
considering collaborating with development officers and other institutional pattne
raise funds for student services, activities, and facilities. Studensd#aders, however,
do not have tested strategies based on empirical data to make these decisions. The

research problem addressed by the study is that, although the literatusetlséostudent



affairs and development office collaboration is often a crucial factor isuteess of
student affairs fundraising, the literature is predicated primarily ocdated evidence.
This body of literature fails to include an empirical analysis of the stestegiployed in
the formation of successful student affairs fundraising partnerships aepesaiarch
universities. This dissertation studies this gap in the research literadbapge€Cl forms
the foundation of the study through a brief synopsis of the empirical and practitioner
based literature on the topic that provides the theoretical framework fostdsake
problem. This is followed by a discussion of the significance of the study, thésstudy
research questions and subquestions, and the definitions that are relevant toythis stud
Assumptions, limitations, and delimitations are also included to make the reader
cognizant of any issues or concerns. Chapter 1 concludes with a summarytefahee
review, theoretical constructs, methodology, and the entire document.
Context of the Problem

This section provides the context for this dissertation’s problems of practice and
research. As an introduction, an examination of higher education financial issues and
fundraising organizational strategies provides the foundation for a discussiadeftst
affairs financial issues and fundraising activities. This sectionlwdes with a
discussion of student affairs and development office partnerships for the purpose of
raising funds for student activities, programs, and facilities.
Higher Education Fundraising Overview

Higher education researchers and practitioners have agreed on the pivotal role that
fundraising plays in institutional success, and even survival, in recent Vaardecline

in state and federal educational funding during the last three decades{Bnetie



Finney, 1997; Callan & Finney, 1997; Thelin, 2004), along with increases in institutional
expenses (Clotfelter, 1996) and tuition rates (Ehrenberg, 2000; Johnstone, 2005), have
had a negative effect on public and private higher education institutions and their students
(Altbach, Berdahl, & Gumport, 2005; Callan & Finney; Zusman, 2005). More recently,
the 2008-2009 economic crisis has adversely affected higher education institutional
endowments, hiring practices, and budgets (Blumenstyk, 2009; Selingo, 2009).

To counteract these deleterious financial trends, most higher education orsdituti
have turned to raising voluntary donations as a source of revenue to fund operations,
sponsor scholarships, finance faculty chairs and professorships, stabilixeingteases,
and build endowments (Breneman & Finney, 1997; Johnstone, 2005). The growth in
higher education fundraising in recent decades has been dramatic. In 1983-1984, United
States colleges and universities raised $5.6 billion in voluntary support (Dunn, 1986). By
comparison, in 2008, United States colleges and universities set a fundraisiddosecor
raising $31.6 billion in voluntary support (Council for Aid to Education, 2009b).
Predictions on the amount of wealth transfer in the coming decades indicate that highe
education institutions will continue to be aggressive in raising voluntary funds in the
coming years. From 1998 to 2052, it is estimated that between $41 trillion and $136
trillion will be donated by individuals and foundations to philanthropic organizations
(Schervish & Havens, 2001). Higher education institutions, no doubt, will be trying to
secure a portion of this wealth transfer. Therefore, these statisticgart e
commentaries indicate that fundraising is critical to the current and &tates of higher

education financing.



In higher education, institutional advancement units have the overall
responsibility for raising voluntary funds, but their functions include much moreuktn |
that activity (Rowland, 1986; Worth, 2002). Rowland’s definition of institutional
advancement is widely accepted by many scholars and practitionerstilafiescand
programs undertaken by an institution to develop understanding and support from all its
constituents in order to achieve its goals in securing such resources as stacatys
and dollars” (Rowland, p. xiii). Rowland also listed the roles of institutional advaamtem
offices as “external and internal communications, government and public rel&tiots
raising, and alumni relations” (Rowland, 1977, p. 2). Definitions of advancement have
portrayed this higher education unit as the body that coordinates the “iategrat
marketing” of an institution to its many constituents (Worth, p. 6). This definibwars
many functions, including communications, public relations, fundraising, and alumni
relations, represented in this unit’s organizational structure (Worth).

Development offices have the overall fundraising responsibility within
institutional advancement units (Rowland, 1986; Worth, 2002). These offices are led by
Chief Development Officers (CDOSs), also known as Chief Advancement 3fate
some institutions (Worth; Worth & Asp, 1994). For the purposes of this dissertation, the
term Chief Development Officer will be used to refer to the administrasmonsible for
fundraising. The terms fundraising and development will be used interchangetb$y i
study (Worth). Thus, development offices manage campaigns to raise volumidsy f
and have often been situated within advancement units.

To meet their goals to raise funds, many development offices extend their

relationships across their institutions. Most often, development officerstéamms with



major categories of key partners at higher education institutions:esugtesidents,
academic officers, and, to a lesser extent, student affairs officersn(iD& Loessin,

1991; Patton, 2002; Rhodes, 1997; Worth, 2002). First, institutional governing boards
have played significant roles in fundraising oversight and are often donors liesnse
(Patton; Worth). According to practitioners, institutions successful at funuyaifien

have trustees involved in the “planning, execution, and evaluation of development
campaigns” (Patton, p. 66). Second, most college and university presidents have played
central roles in establishing institutional fundraising goals and prioatidsn personally
raising voluntary funds (Patton; Worth). Many empirical and practitionerdbsisdies
have delineated the president’s crucial function in institutional advancemets effor
(Murphy, 1997, Selingo, 2005; Worth). In 2005, the activity that most chief executive
officers reported participating in on a daily basis was fundraising@gli That same
survey found that 43% of the presidents spoke with the institution’s chief development
officer on a daily basis. Out of all the institutional executive officers, thayrovost

and the chief financial officer had more daily contact with the presidemnvsysa

(Selingo). Third, academic officers, including provosts (or chief acadefincers) and
deans, also play significant roles in institutional fundraising activiies¢n & Stanton,
2004; Hall, 1993; Hilenski, 2002; Keller, 1983; Krahenbuhl, 2004). Hall's study
delineated the multifaceted role of academic deans in establishing ac&astimg
priorities, communicating with the development office and faculty membmats, a
personally participating in the solicitation of funds. More recently, facoégnbers have
also become involved in some higher education institutions’ fundraising efforts by

soliciting funds themselves (Strout, 2007). Last, development offices have edytioea



lesser extent, with student affairs divisions to raise funds for the support of student
services, activities, and facilities (Terrell & Gold, 1993). Thus, to raise volufuiads,
development offices have often collaborated with four major stakeholder gnusgtses,
presidents, academic officers, and student affairs officers.

Three major organizational structures have been identified for managing
development functions for academic or student affairs units: centralized, rdézedt
and hybrid models (Hall, 1993; Lindgren, 2002; Worth, 2002). Centralized models,
which allow for internal efficiencies and controls, are usually found alesncalleges
and universities where one officer can coordinate development activities rgumndg
Worth). Large universities, due to the complexity of the fundraising enterpfisa
employ the decentralized or hybrid models (Lindgren; Worth). Under the ¢aedral
model, development officers raising funds for academic or student affairs epguat t
chief development officer (Hall; Worth). Under the decentralized model, ataéglemic
or student affairs officers hire and supervise their own development officdks (Ha
Worth). Under the hybrid model, development officers for academic or studens affai
units report to both the chief officer of the unit and the chief development officer and
often split the costs for salaries (Hall; Worth, personal communication, Novdiber
2008). Therefore, this section establishes the significance of fundraisingner hig
education; defines advancement, development, and fundraising; identifies the key
stakeholders in the fundraising function; and explains the three models for arganizi

fundraising efforts for academic and student affairs units.



Student Affairs Financing Overview

The higher education financial environment in recent decades has also negatively
affected student affairs divisions (Sandeen & Barr, 2006; Schuh, 2003a; Woodard, 1995).
Research shows how this fiscal climate, particularly budget cuts, lcasl feome student
affairs divisions to scale back key student services (Floerchinger & Ybd088; Rames,
2000; Schuh; Woodard). Some student affairs divisions have dealt with these fiscal
problems by downsizing, outsourcing, merging offices and programs, and increasing
student activities fees (Jackson, 2000; Sandeen & Barr; Schuh; Schuh, 1990; Woodard).
As an alternative to these actions, student affairs administrators haveoisd for new
revenue sources to support operations (Jackson; Sandeen & Barr; Schuh; Woodard).
Student affairs divisions are responsible for the management of key studergssand
academic support functions at higher education institutions (Komives & Woodard, 2003).
These functions include such activities and services as intercultural cettdest
advising services, student counseling centers, student financial aid, studiéntdears,
and student orientation (Dungy, 2003). Student affairs divisions are led by a Chief
Student Affairs Officer (CSAO), who at some institutions is known as a Deandé#rgs
or a Vice President for Student Affairs. Therefore, in the last few decadeésnsaffairs
divisions, also affected by budget cuts, have searched for new ways of generati
revenue.

Some CSAOs have tried to counteract these financial trends by seeking yoluntar
support through fundraising activities (Bresciani, Moneta, Jackson, & Snyder, 2008;
Jablonski et al., 2008; Jackson, 2000; Sandeen & Barr, 2006; Schuh, 2003b; Smith, Riley,

& Clayton, 2008; Woodard, 1995). Since the early 1980s, like other higher education



divisions, student affairs units have been raising funds to support operations and finance
new initiatives, programs, and facilities (Garland, 1985; Jackson; Penney & Rose, 1991;
Terrell & Gold, 1993). Effective student affairs fundraising efforts hawé student

unions, residence halls, and intercultural centers and sponsored career development,
alcohol and other drug education, and diversity programs to benefit students (Jackson,;
Terrell & Gold). Some student affairs units have hired full-time studeait aiff

development officers and dedicated resources to raise funds (Fygetaki&, RaR3;

Gold, Golden, & Quatroche, 1993; Gordon, Strode, & Brady, 1993; Jablonski et al.,
2008; Jackson, 2000; Penney & Rose, 2001; Rovig, 2009; Schuh, 2003b; Shay, 1984;
1993; Smith et al., 2008; Terrell & Gold, 1993; Terrell, Gold, & Renick, 1993). Donors
for student affairs projects have typically included alumni involved in studenttedtivi

and leadership positions as undergraduates, parents of current and former students,
corporations, and members of the board of trustees serving on student life cosnmittee
(Jackson; Terrell & Gold).

Student affairs practitioners have recognized the value of student affairs
fundraising efforts and sharing fundraising best practices with calbsa@n March 10,
2008, at a meeting of the National Association of Student Personnel Administrators
(NASPA), an international student affairs professional association, itrwasiaced that
NASPA'’s board had approved the creation of a professional knowledge community
dedicated to student affairs fundraising entitled “Student Affairs Developenent
External Relations” (M. Morgan, personal communication, March 10, 2008; NASPA,
2008). This action meant that one of the student affairs professional associadions ha

recognized that fundraising was vital to the continuing success of many stddest af



units and was an important professional development topic for student affairs
administrators. Fundraising has therefore become a proven method of hglstedent
affairs budgets during difficult economic times.

In addition to the financial benefits for student affairs divisions, practitidrears
also observed that there are other advantages for CSAOs and development offices.
CSAOs involved in fundraising “become more marketable” for presidential positions
because of their development experience (Terrell & Gold, 1993, p. 1), and they become
more valuable to the institution from the president’s perspective (Shay, 1984; 1993).
Development units have also benefited from student affairs partnershipsidhadi
have noted the important role of student affairs staff in formulating ideasojects that
improve the quality of the student experience, identifying potential donors fuonmil
involved in student activities and leadership positions, and providing assistance with the
cultivation of donors and alumni (Jackson, 2000; Penney & Rose, 2001; Terrell & Gold).
Thus, student affairs fundraising efforts have produced tangible bewefitsth student
affairs and development units.

Many researchers and practitioners have identified student affdirs a
development office collaboration as a key factor in successful student affadraising
efforts (Fygetakis & Dalton, 1993; Gold et al., 1993; Gordon et al., 1993; Jablonski et al.,
2008; Jackson, 2000; Penney & Rose, 2001; Schuh, 2003b; Shay, 1984; 1993; Smith et
al., 2008; Terrell & Gold, 1993; Terrell et al., 1993). Practitioners have defined
fundraising success as the activities that meet their articulateahsaitders divisional
financial and institutional advancement goals (Jackson; Schuh; Terrell & Gavlell et

al.). This literature, however, has not based the strategies for formingptraserships



on empirical research. Therefore, facing difficult financial tineegiiring additional
revenue streams, student affairs divisions and their leaders are indseesnsydering
collaboration with development officers to raise funds for student serviced#tjestand
facilities, but do not have proven strategies based on empirical evidence t@hbsitom
these goals.

Problem Statement

There have been many calls for student affairs and development office
collaboration, yet there is very little empirical research on the bestag@s to create
and sustain these partnerships (Jackson, 2000; Penney & Rose, 2001; Schuh, 2003b;
Terrell & Gold, 1993). For the purposes of this dissertation, collaboration is defined as
“working toward a common goal or mission, equal voice of involved parties, joint
planning, and active communication that results in creation of collaborative \&nture
(Kezar, 2003, p. 10); therefore, this dissertation applies this definition and explores al
facets of the collaboration process—problem solving, communication, stratagning,
and project management.

There are several differences between student affairs and developmexst thidic
often cause conflict. These differences have often been among the factprevbat the
formation and preservation of student affairs and development office partnerships
(Penney & Rose, 1991; Terrell & Gold, 1993). Evidence of this divergence between
student affairs and development units is in the differing roles, skill sets, alsdfoa
CSAOQOs and CDOs. The role of the CDO is to manage the fundraising process. A
commonly accepted definition views fundraising as a process with multiple steps or

stages (Worth, 2002). Under this model, fundraising involves (a) forming a Strpkegy
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(b) creating financial goals from that strategic plan; (c) idemtgfyrospective donors for
gifts and researching those prospects to determine if their interests imstitutional

needs; (d) cultivating prospects, or involving prospective donors in the planning process;
(e) soliciting prospects for gifts; and finally (f) carrying ¢the “purposes of the

donations” through stewardship (Worth, p. 8).

This six-part model requires a CDO to be, in the words of a commonly accepted
definition of the role, a salesperson: a “catalyst, manager, and leadath(8&/Asp,

1994). The role of salesperson refers to the solicitation of donations through a sgstema
professional process (Worth & Asp). The catalyst role refers to thermibdithe team

who will later ask for donations through the coordination of unit staff and institutiona
partners such as presidents or trustees (Worth & Asp). The manager nsl¢o dhe
coordination of internal development office processes such as strategic plagsingce
allocation, and donor research (Worth & Asp). The leader role refers to therazthere
professional standards in a development process that fulfills institutional arekdsals

in an ethical manner (Worth & Asp). The CDOs, whose main function is to guide the
development process, often possess skills and abilities associated witbrtahditi

business functions such as marketing, sales, and strategic planning.

By contrast, CSAOs have skill sets more comparable to those of academic
administrators or adult educators than to business managers, salespersongtmgmar
experts (Sandeen, 1991; Winston, Creamer, & Miller, 2001). The main function of the
CSAO, under a widely accepted model, is to be a leader, manager, mediator, and
educator (Sandeen; Winston et al.). The CSAO leads the student affairs division, is

responsible for strategic planning, and reports, in many cases, to iosttytresidents
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(Sandeen). The CSAO manages the student affairs division and its departmeatts, whi
differ from one institution to another, but typically include residence lifiness
services, student activities, and multicultural services (Sandeen). The S%A@ediator
and serves as the primary liaison between the administration and students (S&tdeen)
most institutions, the CSAO also interacts with trustees, the presidecuiege
administrators, faculty members, parents, alumni, community members, and other
constituents (Sandeen). The final role of the CSAO, that of educator, is nmehifetite
responsibility of supporting the academic missions of institutions, faicigtatudent
development inside and outside the classroom, and forming partnerships with academic
officers (Sandeen). Thus, the CDO and CSAO roles have different functions amed requi
differing skill sets, knowledge, experience, and abilities.

These differing roles and abilities have presented problems for the fonnohti
partnerships between student affairs and development offices. Firstdliffe@nces
mean that CSAOs are typically ill-equipped to plan and manage successfuot siffiies
fundraising campaigns and must rely on the expertise of CDOs to do so. Research has
shown that financial management and fundraising knowledge and skills have been
identified as areas of improvement for many CSAOs (Ackerman, DiRamio |$bkVi
2005; Herdlein, 2004; Jackson, 2000; Schuh, 1990; 2003b; Sermersheim & Keim, 2005;
Shay, 1993). Practitioners have also pointed out that many CSAOs are unfamiliar with
elementary fundraising vocabulary and concepts (Shay). The differing éahgsyiskill
sets, and professional vocabularies of CSAOs and CDOs also present anotklr tbsta

the formation of student affairs and development office partnerships.
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Second, these differences occur within the higher education organizational
structures that have, in many cases, a division of labor among the differdigrfahc
areas (Balderston, 1995). Practitioners have noted how differentiation withim highe
education settings has often caused mistrust and power struggles (Batdehsty,

1993; Terrell & Gold, 1993). In addition, there is also the perception among student
affairs practitioners that trustees, presidents, and development offtcect value
student affairs projects as much as academic affairs projects withirstietional
context, and often view student affairs as an operational unit (Shay; TefGeld.
These two major factors provide examples of major barriers that have inhibited the
formation of student affairs and development office partnerships.

In summary, there are significant barriers that prevent student affairs and
development office collaboration. At the same time, there is little empavedénce on
strategies for engendering successful collaborations betweenwlmeseits. Many of the
studies have provided anecdotal evidence on this subject, but have limited applicability
for higher education professionals seeking to address this problem. A review of the
literature detailed in Chapter 2 indicates that no useful studies have been conducted on
student affairs and development office partnerships at private researchities/grs
address these problems. Thus, this dissertation fills this gap by investiating
collaborative relationships of student affairs and development offices at thvate pr
research universities with successful student affairs fundraisingseffor

Theory Overview
In order to examine student affairs and development office collaboration, a

theoretical model on which to base the investigation merits discussion. The conceptual
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framework of this dissertation centers on organizational culture and cotiabota the
past, empirical studies on student affairs fundraising have applied structwials that
were based on studies of corporations and their chief executive officers, don@timmoti
models, or fundraising organizational models (Fygetakis, 1993; Fygetakis énDalt
1993; Hendrix-Kral, 1996; Hillman, 2004; Murphy, 2007). Recently, one dissertation
applied higher education institutional cultural and structural models to a sttltheef
public research universities employing full-time fundraising staff iir #tedent affairs
divisions (Schoenecke, 2005). This and the other empirical studies are discussed at
greater length in Chapter 2. No empirical studies on student affairs sindrdiowever,
have used organizational culture models to examine the collaboration of student affairs
and development offices at private research universities. The conceptualdrknoé

this dissertation has two parts: organizational culture and collaboratiore Thes
components of the conceptual framework will be discussed after background irdarmat
on organizational culture is presented.

Higher education organizational culture studies have been based on definitions
and models formed by cultural anthropologists like Clifford Geertz (1973) and business
management researchers like Edgar Schein (2004). By the 1980s, higher education
adapted many of these cultural anthropological and business organizational culture
models to higher education settings. Noted higher education researcher George D. Kuh's
definition of organizational culture, as applied to colleges and universitiesjaes/wi
accepted by scholars and is employed in this dissertation: “collective, mstugbing
patterns of institutional history, mission, physical settings, norms, traditidnogsya

practices, beliefs, and assumptions which guide the behavior of groups and indimiduals
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an institution of higher education” (Kuh & Whitt, 1988, p. 5). In addition, Kuh and Whitt
identified the presence and significance of subcultures within the lagiesrleducation
organizational cultures. Subcultures, as defined by Kuh and Whitt, are “distisotivae
units possessed of a set of common understandings for organizing action” (pp. 9-10).
Thus, higher education organizational culture contains overarching institutionaésultur
along with numerous subcultures functioning within this institutional umbrella.

The most frequently adopted and cited model for applying organizational cultural
concepts to higher education is Tierney’s (1988) “Framework of OrganizaGoitake”
(p- 8). The model is based on case studies of four public and three private higher
education institutions, and includes six parts: environment, mission, socialization,
information, strategy, and leadership. As Tierney’'s model asserts, environvanes
the way the organization defines and perceives the external factors that mtlobenc
institution and the way the world works. Mission includes the organization’s overall
goals, decisions, and the amount of internal consensus. Socialization involves ways
individuals are oriented to the organization and what is needed to do well in the
organization. Information comprises the content of communications, how it i®ulistt]
and who has control over it. Strategy entails how decisions are reached, who makes
decisions, and how planning takes place. Leadership involves organizational expectat
for leaders, the identity of leaders, and whether there are formal anuahteaders.
This widely accepted and applied six-part model, later revised in Chaffee aneyTie
(1988), creates an effective framework for studying higher educationizagan

cultures and subculture.
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The other important part of the conceptual framework involves using
organizational culture descriptions, diagnoses, and change processesaas @in
fostering collaboration, which is, by extension, a type of intercultural dialogireeen
two different subcultures. Within this dialogue, it is important to note the signie of
individual agency in shaping the nature of the interactions. For the purposes of this
dissertation, collaboration refers to “working toward a common goal or missjoal, e
voice of involved parties, joint planning, and active communication that results in
creation of collaborative ventures” (Kezar, 2003, p. 10). As well, the terms callaimor
and partnerships are used interchangeably. Kezar’s recent empiriga{2008) on
academic and student affairs partnerships has provided an insightful theoretical
framework for understanding relationships between two higher education units. Keza
found that cultural change theories were the most pronounced among the successful
strategies used, but that “organizations that combine structural and cultucs cygs
are best able to effectively create change” (p. 19). Therefore, ce@ltedroforms the final
part of the conceptual framework for this dissertation. Specifically, thaboohltion
between student affairs and development offices were investigated to detémmi
strategies that have created successful partnerships for the purposesnbicstaids
fundraising. In closing, this conceptual framework section discussed thgativonodel
for this dissertation, which is made up of organizational culture and collaboration.

Significance of the Study

This dissertation makes contributions in four areas of practice and reseesth. Fi

this study addresses the gap in the literature about proven strategieddomtteon of

student affairs and development office partnerships at private researchitieszers
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Previously, student affairs fundraising at private research univetsiseseen addressed
by three empirical studies (Hillman, 2004; Rovig, 2009; Terrell et al., 1993). The first
study, published in a practitioner-based journal in 1993, has significant limitatiomg, be
dated, and focused only on CSAOs’ fundraising activities and their perceptions of thi
role without addressing student affairs divisions’ relationships with developmist
(Terrell et al.). The second study was a dissertation on student affairaising

activities at private and public universities in Texas (Hillman, 2004). Due to@wnarr
regional focus and the fact that the dissertation did not compare public and private
university fundraising activities, Hillman’s study also has limwasi. The third study was
a dissertation that, from 2004-2007, surveyed student affairs divisions nationally to
determine student affairs fundraising trends (Rovig, 2009). This dissertationayr
limitation was a very low response rate among study participants trext c#th question
the validity of the findings. Furthermore, Terrell, et al.’s article, Hilirs dissertation,
and Rovig’s dissertation did not distinguish among the differing public and private
institutional types. This dissertation, to close that gap, offers an investigedtine
partnerships between student affairs and development offices at priveteehes
universities. It is hoped that this study will provide empirical data for piaotrs at
private research universities to use to enhance their fundraising activities.

Second, this study provides data that will be helpful in the further understanding
of successful strategies for higher education fundraising at the instituaeek It is
assumed that the student affairs fundraising efforts are not just assiatiegt affairs
divisions, but are augmenting the entire institution’s efforts to provide resoarces f

student and academic support services that will facilitate student€nacaand personal
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development. It is also assumed that student affairs fundraising activipes he
development offices and advancement units to achieve their goals.

Third, this study will be significant if it encourages both student affairs and
development officers to recognize the importance of collaboration to achieve common
goals. The results of this study may also assist student affairs and ligbatien
administration academic and professional development programs in rengghei
utility of offering courses on fundraising. These courses would enable adpaugys to
gain the requisite knowledge of fundraising and collaboration processes to becmene m
effective higher education administrators in the future. The results smgsdist student
affairs officers in recognizing the benefits of establishing fundrgisfforts for their
units in partnership with development units. Furthermore, the results of the stydy ma
help higher education presidents, trustees, and development officers recgnize t
important role that student affairs plays at institutions, and consider suppautiegtst
affairs fundraising efforts.

Last, by contributing to our knowledge of student affairs fundraising, tidy st
may also compel researchers to embark on further investigations of provemspgstne
creation and fundraising strategies, in order to continue addressingriigyaps in the
literature. Furthermore, the organizational culture theoretical fxamks should be
applied to additional institutional types to add to the empirical literature autiect.

As a result of these efforts, higher education officers, in both student affdirs a
development units, will be better informed about how to more effectively and efficient
raise funds to support their institutional missions. In the end, this dissertation, by

enhancing student affairs fundraising practice, will support student and acaugmpoct
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services, programs, and facilities. Higher education institutions and taenss will be
the ultimate beneficiaries of this study.
Research Question and Subquestions

The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities vedissut
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. This study addreggspurpose through the
following questions:

1. How do student affairs and development offices define “successful” colledrorat
in fundraising?

2. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships to successfully raise funds for student affa
services, activities, and facilities?

3. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?

4. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?

5. How have student affairs officers with fundraising initiatives succeedeaving
student affairs services, activities, and facilities included amonguireal
fundraising priorities?

Definition of Terms
Terminology from this dissertation’s topic is replete with practitioraseh

vocabulary. To provide clarity in this dissertation, this section defines termsnutes
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study. Because of the length of this section, please refer to Appendix e fdefinition
of terms.
Assumptions

The study assumes that organizational culture and collaboration models form an
appropriate theoretical framework by which to analyze student adfiadrslevelopment
office partnerships. The study assumes that collaboration between studies taid
development units is a key component of many successful student affairs fagdrais
efforts. The study assumes that successful student affairs fundraisuities are those
that meet their articulated goals. It also assumes that the studicgopats have been
forthcoming in their responses to the researcher’s questions during wteand other
conversations conducted during the study. In addition, the study assumes that student
affairs fundraising, by supporting student and academic support functions, oenefit
student affairs divisions, development offices, and higher education institution, Fina
the study assumes that students are positively affected by such improvenséundent
services as new programs, facilities, and activities.

Delimitations

Since a study cannot analyze every facet of a topic, delimitations Sadutves
the study will be narrowed in scope” (Creswell, 1994, p. 110). In this study, research is
conducted only on student affairs and development units at three private research
universities. This limits the applicability of the study to public institutiond faur-year
private universities that are not contained within the research institutiggocatéhe
other main delimitation is rooted in the nature of case study and qualitadzchk.

Qualitative researchers have observed that findings from case stuties loa
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generalized widely to other populations (Merriam, 1997; Yin, 2002). Accordingly, this
dissertation’s findings can only be applied to the three institutions partigjpatthis
study. The final delimitation is that this dissertation will address, but nos fog, parent,
student and alumni engagement, and alumni programs, which have been examined in
detail in other studies.
Limitations

Researchers typically present limitations, or “potential weaknésseslvance
of studies to facilitate future studies and to help readers judge the gehdigliabithe
findings to other situations (Creswell, 1994, p. 110). This dissertation has three main
limitations. First, since this dissertation was a multiple-case stutlyed student affairs
fundraising programs at private research universities, there are soneniriimeitations
based on this selected methodology that prevent the application of the findings to other
institutions and situations. Because case studies provide rich data on the phenomena
investigated, researchers have observed that one of the features of hiodatogly is
that findings are not typically generalizable to other phenomena (Merriam, 1897; Y
2002). Thus, this study’s applicability to other times and places is very limiteon&e
the two major participant groups in student affairs fundraising, student affairs
development officers, were involved in this project. Other significant individuals who
may play a role in student affairs fundraising, such as members of thedbdarstees,
presidents, and academic affairs officers, did not participate in this plogsttit is
important to note that the researcher of this study is a student affairsqumecti higher
education whose biases may influence the study. To address this, Chapter 3 theludes

researcher’s subjectivity memorandums as well as other strategoréssexternal and
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internal validity. These three limitations, however, do not detract from the ditgdabid
dependability of this dissertation.
Overview of the Dissertation

This chapter has provided the rationale for the dissertation, offered an overview of
the literature and methodology, and, in this summary, provides a roadmap for the reader.
Chapter 2 identifies the literature gap to justify this study. Topics aédr@ssude the
role of student affairs in higher education, a history of the higher educatiomitingr
profession, a history of organized student affairs fundraising activitiesgisaioistudent
affairs and development office relationships as they relate to fundyaasid a complete
discussion of the gap that exists in student affairs fundraising literature. CBapte
presents the methodology of the study. Qualitative case study methods are used t
examine the student affairs and development office relationships at threehresea
universities in the United States with successful student affairs fundrprsiggams.
Chapter 4 features profiles of the three participating institutions. Chdptér 7, and 8
present the results of the data analysis and Chapter 9 discusses the onplafatie

findings and concludes with a summary of the entire document.
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CHAPTER I
REVIEW OF THE LITERATURE
The higher education financial environment in recent decades has negatively
affected student affairs divisions (Blumenstyk, 2009; Sandeen & Barr, 2006; Schuh,
2003a; 2003b; Woodard, 1995). Some student affairs divisions have dealt with these
problems by downsizing, outsourcing, and increasing student activities feesolac
2000; Sandeen & Barr; Schuh; Woodard). As an alternative to these actions,
administrators have also pursued fundraising as a new revenue source to supprt stude
affairs divisions’ activities (Sandeen & Barr; Schuh; Woodard). Scholdrs an
practitioners have established the central role of student affairs and degetapm
collaboration in successful student affairs fundraising efforts (Fyge&aRelton, 1993;
Gold, Golden, & Quatroche, 1993; Gordon et al., 1993; Jablonski et al., 2008; Jackson,
2000; Penney & Rose, 2001; Rovig, 2009; Schuh, 2003b; Shay, 1984; 1993; Smith et al.,
2008; Terrell & Gold, 1993; Terrell et al., 1993). The literature on this subject, hgweve
fails to provide empirical evidence on these practices at private researelsitigs. To
gain insight into the issue, this dissertation focuses on the following researabrggiest
(a) How do student affairs and development offices define “successful” coliabarat
fundraising? (b) What strategies have student affairs practitionérdexvelopment
officers used to create and sustain partnerships to successfully raiseofustdgent
affairs services, activities, and facilities? (c) How have studé&tsbfficers established
initiatives to raise funds for student affairs services, activities, andiés (d) In what
ways do successful student affairs practitioners and development officeastimigh

each other in an effort to facilitate successful fundraising eff¢@)slow have student
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affairs officers with fundraising initiatives succeeded in having stuaféaits services,
activities, and facilities included among institutional fundraising fires?

The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at three private research univevstiies
successful student affairs fundraising efforts using a qualitative muttskestudy
design with a social constructivist paradigm of inquiry. A study of suadestsident
affairs and development partnerships at private research universitissitegdes an
examination of the literature in four primary areas: (a) student affaigahegiin the
higher education context, (b) history of higher education fundraising, (c) stufirs a
and development office partnerships, and (e) student affairs fundraising .studies
Appendix B presents higher education organizational culture models. To provide the
requisite background for the study, this chapter begins with a discussion of the role
student affairs in higher education.

Student Affairs Fundraising in the Higher Education Context

This literature review discusses the literature of practice and psesaht
critiques empirical studies on student affairs fundraising activities. Sdution
introduces the histories of the student affairs and higher education fundraising
professions to provide context for the discussion of student affairs fundraisiigescti
This literature review then narrates the history of organized studens dffadraising
before turning to a discussion on student affairs and development office partnerships. The
section concludes by identifying the literature gap on student affairs fsindractivities

by presenting and critiquing the eight major empirical works on this subject.

24



Student Affairs Divisions in the Higher Education Context

This section delineates the role of student affairs in higher education
organizations to put the study’s problem of practice, research problems, andrétera
review in their proper contexts. This section defines student affairs anésg®n,
situates student affairs within higher education administrative repottugges, and
explores the differing student affairs organizational structures initts¢itutional
contexts. Because of its supporting role, its relatively recent introductionher hig
education, and the content of critiques by critics from outside and within ttiestietient
affairs divisions have often been placed in defensive positions to justify institutiona
budgetary allocations for their units (Schuh, 1990; 2003a; Shay, 1993; Terrell & Gold,
1993; Woodard, 1995). For this reason, fundraising and other revenue-generating
enterprises have become crucial to the success of many student affsiosnsli

Student affairs mission and organizational modelsAs a field, student affairs
has also been known by a number of other titles during its history, including student
personnel, student services, and student development (Barr & Desler, 2000; Komives &
Woodard, 2003). One widely accepted handbook on student services includes the
statement that student affairs, on the whole, seeks to support and enrich “college
students’ personal and academic lives” (Komives & Woodard, p. xv). Student affairs
researchers have identified two overarching concepts that have transcended highe
education history to form the profession’s overall objectives: (a) the focusdeinst
affairs on the development of the individual as a “whole person”; and (b) the conmtnitme
of student affairs to supporting higher education institutions’ varied missions,(Nus

2003, p. 65). First, the concept of the education of the “whole person” appeared in what
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are considered the foundational documents for the student affairs professioidiet
Personnel Point of Vied937/1949), and is defined as broadening the goal of education
to include “the student’s well-rounded development—physically, socially, emtiyiona
and spiritually, as well as intellectually” (American Council on Education, 1986, p. 122).
This concept of educating the whole student was revisitBducation and Identitythe
seminal empirical work on higher education student development (Chickering, 1969;
Chickering & Reisser, 1993). In this book, Chickering and Reisser argue that human
development is the central goal of higher education. Inherent in the educatien of t
whole person is the regard for individual student needs “in light of the requirements for
knowledge, competence, and human capacities...determined by particular plans and
aspirations...” (Chickering & Reisser, p. xvii). Second, rooted in the diversity and
complexity of United States higher education institutions, student affairs gmfats
seek to support and fulfill overall institutional missions. Each institution’s unique
mission, according to higher education administration experts, shapes the nature of the
student affairs practice at the individual college or university (Barr, Z2@cleen,
2001). For instance, according to this commentary, student affairs prograrasy&s,
and services at a community college, a state research university, anata lgsaral arts
college will be very different based on the differing missions, student populations, and
campus cultures of each of these institutions (Barr; Sandeen). Thus, studenhaffa
two-part purpose in higher education: to educate the whole, individual student and to
fulfill varied institutional purposes.

The wide range of higher education institutional sizes and missions has led

student affairs researchers to identify multiple models for organizingst affairs
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practice (Ambler, 2000; Dungy, 2003; Manning, Kinzie, & Schuh, 2006; Sandeen, 2001).
Arthur Sandeen, a veteran administrator at the University of Florida, oddbate
institutional mission and culture is “the most important factor in determiningthew
student affairs division is organized” (Sandeen, p. 188). In fact, one study on the subject
encapsulated the many forms of student affairs structures by statifigrteaize does
not fit all” (Manning et al., p. ix). This discussion applies two major orgaoizaili
principles for analyzing student affairs divisional structures: the dveséitutional
reporting structure for student affairs and the internal organization of stufiers a
functions and services.

Student affairs functions, within the institutional context, are typically ozgani
under centralized or decentralized models for administrative oversight (Ar200s3).
Centralized models have student affairs functions, led by a chief stucserg afficer,
reporting to an institution’s chief executive officer, another institutioffater, or two
officers in a dual reporting role (Ambler). Decentralized models have stafiains
functions distributed among an institution’s academic or administrative unisuwihe
presence of a CSAO (Ambler). Although there is no standard means of organizing
student affairs divisions, small campuses typically organize student &ffiactsons
under the centralized model (Sandeen, 2001). Larger campuses, with professional
colleges and independent schools, typically arrange student affairs servicethende
decentralized model. In summary, student affairs divisions typically leateatized or
decentralized reporting models within the larger institutional hierarchy

Internally, researchers have identified five major means of organizing student

affairs divisions. Manning et al. (2006, pp. v—vi) grouped the organizational structures
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into “traditional” and “innovative” models. The traditional models include out-of-
classroom-centered, administrative-centered, and learning-centered ifMdehing et
al.). Out-of-classroom-centered models emphasize student affairs funstioaisi@
extracurricular and independent from academic initiatives, or those thaisade the
classroom” (Manning et al.). In this model, student affairs staff membermanity
members work in separate spheres and there is little, if any, interactieebehe two
units. Administrative-centered models deliver student services from aubtaga
framework with departments functioning as independent silos within the langenst
affairs division (Manning et al.). In this model, student affairs departmenkepre
independent of each other with little collaboration. This model is typically prasent
large campuses that have decentralized administrative structures (Sandeen, 2001)
Learning-centered models emphasize student learning and development isitiative
organized in a centralized fashion, but keep student affairs independent of academic
affairs’ services and initiatives (Manning et al.). In this model, studeatsaff
departments collaborate often, but do not extend this collaboration to the acadairsc aff
units. Thus, the traditional models have typically displayed differentiation, aed ha
organized units into individual silos with little interaction among the offices and
academic and student affairs units (Manning et al.).

The innovative models, by contrast, have typically focused on collaboration; they
have organized units into functional groups with much interdivisional and
interdepartmental interaction (Manning et al.). These models answer catieiy
higher education researchers and practitioners for additional partnershipsioetw

academic and student affairs divisions in linking the inside and outside of the classroom
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experiences to enhance student learning and development (Chickering & ,R€i98er
Kezar, 2003). The two innovative models are the student-centered model and the
academic and collaboration model (Manning et al.). The student-centered geldets
make students’ needs primary in emphasizing student-led initiatives and psogram
(Manning et al.). Under this model, the lines between academic and studeat affai
divisions are blurred to bolster student-led initiatives inside and outside of $seocian
(Manning et al.). The academic and collaboration model seeks to have studentatfair
academic affairs serve as partners in the learning enterprise (Ma&tb@yg In this

model, academic affairs and student affairs work closely togethem@pthimplement
joint initiatives (Manning et al.). Examples of these efforts include resadléiming and
learning communities that cluster class members in particular residalis to make the
inside- and outside-the-classroom experiences seamless. Thus, these fisedlinct
models also display the multiple student affairs organizational struchatesave

evolved out of the variety of institutional types, missions, campus cultures, and divisiona
relationships.

Student affairs divisions’ roles in higher education institutions Student affairs
divisions have often been perceived by higher education administrators as taking
ancillary, rather than central, roles at many higher education instituBafge¢ston,

1995; Shay, 1993; Terrell & Gold, 1993). Based on a review of student affairs studies,
there are three main factors that contribute to this positioning of studerd dffagions

in the higher education institutional context: (a) student affairs, as a poofeissa
relatively new phenomenon in the context of higher education history; (b) studerds aff

functions have been perceived as not being central to the mission and operations of most
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higher education institutions; and (c) student affairs divisions have been subjected t
outside critics’ critiques and internal assessments that have led to quigstienvalue of
student affairs throughout its history, especially in recent decadasddit, Love, &
Komives, 2000; Komives & Woodard, 2003).

First, higher education researchers have observed that the studest affair
profession, as a unique product of the early—20th century United States, is a recent
phenomenon compared with other higher education administrative units such as academic
affairs (Nuss, 2003; Rhatigan, 2000). Antecedents to the student affairs prafessi
however, have been traced by scholars to the era of the colonial colleges,Ithe lega
concept ofn loco parentisand the rise of the extracurriculum (Horowitz, 1987;

Rudolph, 1990; Thelin, 2004). During the colonial era, college presidents and professors
functioned legally in aim loco parentiscapacity. Under the conceptiafloco parentis
college presidents and faculty members acted in the place of the studemtts pace

became “stand-in parents” for the students themselves (Barr & Desler, 2000,.p. 630)
Furthermore, during the early years of American higher education, arsgidrave

identified the rise of the extracurriculum, or extracurricular actsjitréhich involved

student athletic, social, and philanthropic pursuits conducted outside of the classroom
(Horowitz; Rudolph). By the end of the 18th century, presidents and faculty members
began organizing student activities outside of the classroom (Horowitz). Nhoshrs;
however, agree that the beginning of the student affairs profession cameateudin |

1890, with the appointment of LeBaron Russell Briggs as the first student personnel dean

at Harvard University (Ambler, 2000; Sandeen, 1991). Student affairs has had a long
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history, but the professionalization of these functions did not occur until the late 19th
century.

Historians have divided student affairs professional history into three main
periods: 1900-1945, 1945-1985, and 1985—present (Nuss, 2003; Rhatigan, 2000). Higher
education researchers have traced the emergence of the student affaistoprajabe
period between 1900 and 1945, particularly in the years following World War I. In this
era, two national student affairs professional associations, the Nati@taliZtgon of
Student Personnel Administrators (NASPA) and the American College Personnel
Administration (ACPA), were founded in 1919 and 1924, respectively (Nuss). During
these emerging years of the profession, the fundamental job descriptions of student
affairs officers consisted of providing students with career guidancetaimang
accurate student records, and administering student intellectual and vocatiotyal
inventories (Nuss). The birth of the student affairs profession involved the founding of
two professional associations for practitioners and the creation of a defihedaric
student affairs staff members in higher education institutions.

From this foundation, historians have linked the expansion of the student affairs
profession to the post-World War 1l era, between 1945 and 1985 (Nuss, 2003; Thelin,
2004), with the burgeoning student enroliments stimulated by the Serviceman’s
Readjustment Act of 1944, also known as the G.I. Bill. These large enrollments
necessitated the creation of student affairs units at many institutions.eQémgs,
particularly the Civil Rights movement and Vietnam War protests of the 1960s, led to
student activism and compelled many higher education institutions to indnease t

number of student services and student affairs personnel to address student behavioral
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issues and needs (Nuss; Rhatigan, 2000). This period was also marked by the
specialization of the field, with whole departments created for such funetsons
admissions, financial assistance, student activities, and services for stuidents
disabilities to manage the rapid growth of higher education institutions and student
enrollments during this era (Nuss; Rhatigan). The post-World War |l decaadlesdthe
growth and specialization of the student affairs field to keep pace with theyrapidl
expanding student populations of this era.

Historians have pinpointed the maturing of the student affairs profession as
occurring between 1985 and the present (Nuss, 2003; Rhatigan, 2000). This maturation
has been marked by an increase in the number of empirical studies on students and
student development. Research studies in the field of student affairs have also only
matured in the past 30 years (Nuss; Rhatigan). In 1969, the publication of Feldman and
Newcomb’sThe Impact of College on Studentarked the pioneering work on student
affairs as a profession (Komives & Woodward, 2003). Since that time, studerd affai
research has matured and thousands of studies have been published on college students,
college student development, and student affairs administration (Komives & Woodard;
Nuss). Seminal works like Astin\&/hat Matters in Collegél993) have added to the
empirical literature of higher education. Student affairs now claims numerous
practitioner-based and research-oriented magazines and journals. Toudet®, affairs
researchers and practitioners have earned scores of research gramegk8om
Woodard). Thus, student affairs has matured in the last few decades as eviddheed by
field being a topic for research studies and the field’s practitioners thegrgcipients of

research grants.
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Other developments in this era indicate that student affairs assoclzdidias
significant influence on student affairs practice. First, the number of staffamns
practitioners belonging to the field’s professional associations has continusavting
recent decades. By 2007, the two national student affairs professional tamsscia
NASPA (National Association of Student Personnel Administrators) and ACPA
(American College Personnel Association), each claimed thousands of memRéx37 |
ACPA had 9,000 members (ACPA, 2007). In 2007, NASPA had 11,000 members
(NASPA, 2007).

Second, professional associations have been influential in professionalizing
student affairs practice. ACPA and NASPA, in particular, have calledudest learning
and academic partnerships to be central to student affairs practice, dretédotbe
professional standards and ethics for student affairs practitioners. In the w690s t
reports,The Student Learning Imperatig&merican College Personnel Association,
1996) andPowerful PartnershipgAmerican College Personnel Association, American
Association of Higher Education, & National Association of Student Personnel
Administrators, 1998), called for student affairs to focus on the student learning
experience by partnering with other higher education units, particulatieaac affairs,
to achieve these goals. In 1997, ACPA and NASPA jointly publigmediples of Good
Practice a report that detailed standards of practice to guide practitioners on aadasly b
(American College Personnel Association & National Association of Studesuri?e
Administrators, 1997). Seven years later, ACPA and NASPA again jointly published a
statementl_earning Reconsidere@merican College Personnel Association & National

Association of Student Personnel Administrators, 2004), to reiterate the coemtniom
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individual student development by linking classroom and co-curricular studamhbgar
experiences. In addition to this dramatic growth and formalization of pradtidens

affairs has also become more specialized, with professional associaiog$drmed for

such areas as residence life, orientation, student activities, student jtagis and

student advising (Dungy, 2003). Compared with the academic affairs and the prgsidenc
however, this history makes student affairs a young profession and student develbbopment
fledgling field of study within academia.

Third, higher education researchers and leaders have often placed student affairs
at the periphery of institutions as a function to support the central higher education
mission of teaching, research, and service (Balderston, 1995). A widely regatied st
on higher education administration classified student affairs as an augiimnprise
(Balderston). One university president noted that executive officers @ftendaily
conversations with chief financial and academic officers, but rarelyswlrefrequent
contact with chief student affairs officers (Shay, 1993). In fact, the preitiserved
that “Most student affairs professionals are familiar with the long seuggtstablish
their field as a major area of responsibility rather than just an adjunctderaica
programs” (Shay, p. 19). Overall, higher education commentators have concluded that
student affairs’ role in higher education “is often considered supportive and norassent
in comparison to academic affairs, which is perceived as primary and asqd@mtirell
& Gold, 1993, p. 1). Thus, research and practitioner-based commentaries haveeadkelineat
the auxiliary role of student affairs at many higher education institutions.

Last, critics from both inside and outside of student affairs have questioned the

current state and mission of the student affairs profession (Komives & Woodard, 2003).
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To represent some of the arguments of external critic§ inenicle of Higher
Educationhas published, in recent years, opinion pieces from higher education
practitioners who have decried the current state of student affairs andeests value
to higher education institutions and students. One critic, a dean at Colgate Universit
argued that student affairs’ focus on amenities and services has departéiefstodent
affairs field’s original intention to contribute to the central missions of higtiecation
institutions by fostering student leadership and service initiatives (Wegirnk@o5).
Another critic, a former university president, in observing that studentsffair
specialization has produced the unintended consequence of fragmenting services and
programs into independent silos, concluded that student affairs practice is fardemove
from the central missions of higher education: research, learning, and skoviet, (
2006). Thus, both critics contend that the current state of student affairs is meeting t
needs of neither higher education nor its students.

Internally, student affairs professionals have also questioned the lack of
professionalism within the student affairs field. By 1980, widely respectechs$taifieirs
researchers and practitioners judged student affairs to be an emergingqmofess
(Carpenter, Miller, & Winston, 1980). Two decades later, another study reinfbrsed t
and pronounced student affairs to be still maturing as a profession (Winston et al., 2001,
pp. x—xi). Student affairs professionals have also deemed their field therfhidde
profession” since few practitioners commence their undergraduate ydathev
intention of entering student affairs career path (Richmond & Sherman, 1991, p. 8).
These series of self-critiques led to what Woodard et al. (2000, p. 3) callet a “sel

marginalization” of the student affairs profession from an internal pergpetinder this
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concept, student affairs practitioners themselves have discounted tlaksrringg in the
higher education mission (Woodard et al.). Taken together, internal and extgicsl c
have posited arguments that student affairs, by departing from its inssibmiand
direction, may be in need of reform and more stringent professional standards. In
conclusion, this section on student affairs’ role in higher education demonstratdsehow t
profession’s supporting role, overarching mission, organization, and functions have
placed the field at a distinct disadvantage during times of institutional beutget the
same time, these very factors have made it critical for student affers to consider
fundraising as a revenue-generation option in the current higher educatibaoliiisate.
History of the Higher Education Fundraising Profession

The history of the higher education fundraising profession is significantsto thi
dissertation because it provides a context for student affairs fundraising listory
current practice. Fundraising was crucial to the birth of higher educationlih$heand
it has played a central role in the support of higher education institutions to teetpres
day. Similar to student affairs, higher education fundraising has a richdraalitd
history, but has only emerged as an organized profession over the last century (Worth,
2002). This section narrates the history of the higher education fundraising iprofess
and views student affairs fundraising as a recent phenomenon linked to the cemnesat tr
involving the subspecialization and decentralization of the development field.

Scholars have typically organized the history of higher education fundraising into
four distinct periods: the colonial era to 1900, from 1900 to 1945, from 1945 to 1985, and
from 1985 to the present (Cutlip, 1965; Kelly, 1998; Michael Worth, 2002). This

historical model shows that higher education fundraising, as an organized profession,
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dates to the early 20th century and has an evolution very similar to the studesit affai
profession’s timeline in this respect.

First epoch of higher education fundraising.The first epoch, from the colonial
era to 1900, was marked by support from abroad and by evangelical-based initiatives
managed in an informal fashion by amateur fundraisers. In 1641, William Hibbers, Hug
Peter, and Thomas Weld launched the first higher education capital campaigmehen t
traveled from Boston, Massachusetts, to London, England, to raise funds for Harvard
College (Cutlip, 1965; Worth, 2002). Colleges received much of their funding from
abroad during the colonial era through personal solicitations that were orgdoizgd a
the lines of this pioneering fundraising effort (Cutlip; Worth). The argtual funds and
annuities also date to this era. Annual funds derived from higher education mrssituti
selling subscriptions to local communities, churches, missionary socieiieSieands on
a yearly basis (Pray, 1981). In 1839, Azariah Williams deeded property tamiver$ity
of Vermont, and this gift became the first example of an annuity in higher exfucat
history (Pray). In both the colonial era and the postindependence years, colleges als
received support from fundraising drives organized at churches, colleggepissi
personal requests to donors, or donations received through hired agents of individual
institutions (Cutlip). The number of denominational colleges increased in the 19th
century, which is evidence of the significant role that religious organizatiapsdin
higher education financing and fundraising in the era (Thelin, 2004). Overall, however,
fundraising efforts in this first era (between 1641 and 1900) were, with few mxxept
personal entreaties for donations that occurred without the help of organizational

infrastructure (Worth). During this first period, higher education fundraisimgtefivere
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often directed abroad, organized through the auspices of the church, and were individual
requests for donations by college presidents or paid agents of the institution.

Second epoch of higher education fundraisingn the second epoch, from 1900
to 1945, trends in higher education fundraising included the rise of alumni associations
and fundraising campaigns, contributions by wealthy individuals and their foundations,
and the emergence of systems for soliciting funds created and managed bifugpdrai
consultants (Broce, 1986; Kelly, 1998; Worth, 2002). By 1900, alumni associations had
become organizational frameworks to stimulate alumni giving to higher education
institutions (Worth). Alumni giving, through “organized alumni support,” became more
widespread especially after 1918, with the donation of substantial alumnodiftgher
education institutions starting in this era (Curti & Nash, 1965, p. 186). An example of an
early alumni campaign of this era is the University of Michigan raisingi$iibn from
alumni during 1914-1915 to build a new campus union building (Curti & Nash, p. 202).
At the same time, another trend in fundraising was, in Cutlip’s words (1965, p. 33), the
emergence of “Big-Scale Philanthropy.” After accumulating a gteal of wealth,
philanthropists, including Andrew Carnegie and John D. Rockefeller, started foundations
to create new higher education institutions and support existing ones (Catlifg9,
John D. Rockefeller gave $600,000 to help found the University of Chicago (Cutlip). In
1905, Rockefeller endowed the General Education Board with $130 million to support
higher education research (Cutlip). In 1900, Andrew Carnegie established tiegi€ar
Institute of Technology; in 1902, Carnegie founded the Carnegie Foundation for the

Advancement of Teaching (Cutlip). Therefore, alumni and philanthropic giving through
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the organizational frameworks of alumni campaigns and foundations increased in this
second major epoch of higher education fundraising history.

During the early 20th century, a nonprofit administrator, acting as a consultant
organized the first professionally managed fundraising campaign in higherieducat
history. In 1914, the University of Pittsburgh hired Charles Sumner Ward, a Young
Men’s Christian Association (YMCA) executive with success in fundraisinggise $3
million for the institution (Worth, 2002). After meeting this goal for the Ursitgrof
Pittsburgh, Ward introduced a systematic method for conducting fundraising campaig
that became the foundation for the modern development profession (Worth). There were
two parts to Ward’s model: development and fundraising. Ward and his team formed
what became the first higher education fundraising consultant firm and providedistrate
and managerial guidance for higher education institutions (Worth). In thiadlfsif the
20th century, consultants, like Ward'’s team, were conducting most higher education
fundraising campaigns (Worth). In 1935, fundraising consultants formed the American
Association of Fund Raising Consultants (AAFRC) as their trade associagby, (K
1998). For this reason, one scholar has dubbed the years between 1919 and 1945 the “era
of the fundraising consultants” (Kelly p. 140). Thus, the second epoch of higher
education fundraising history put in place the foundation for the modern era with the
advent of alumni associations and fundraising campaigns, corporate giving, prakssi
fundraising consultants, and the rise of development as a profession.

Third epoch of higher education fundraising.The third epoch, from 1945 to
1985, included two major trends: the continuing formalization of the development field

and the transition from consultants to full-time staff fundraisers. Therfrsd t
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formalization, involved the creation of a national association of fundraising porfalkss

and the introduction and dissemination of the advancement concept. From the AAFRC, a
small trade association with limited membership, higher education fundrpsed in

1974 with higher education public relations professionals to form the Council for the
Advancement and Support of Education (CASE) (Kelly, 1998). This professional
association symbolized the maturation of the profession, as evidenced in the idea of
advancement, or the link among public relations, fundraising, and event management
professionals at higher education institutions (Kelly; Worth). By 2007, CASE had over
3,300 colleges, universities, and private schools as institutional members (CASE, 2007).
By uniting various higher education areas under the umbrella concept of advancement
and by creating a national association for advancement professionals, digtegian
fundraising had matured and been formalized during this era.

The second trend of this epoch was a transformation in fundraising staffing
structures to accommodate higher education’s needs for voluntary funds to support
institutional operations. By 1965, many higher education institutions began hiting ful
time staff members to manage fundraising campaigns (Kelly, 1998; Worth, 2002). The
period between 1965 and the present has been deemed the “era of staff fundraisers” to
designate this trend of higher education institutions creating developmesbmaswvith
full-time officers while using consultants occasionally for advicdl{iKe. 140; Worth).
Today, there are development staff members at almost every highatiedurestitution
in the United States (Worth). In some cases, higher education development sitfifes
members number in the hundreds (Strout, 2005; Worth). For instance, both The Johns

Hopkins University and the University of Maryland at College Park have fundyais
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staffs that exceed 400 and 250 full-time professional staff members, resygdd. J.
Worth, personal communication, March 13, 2008). In 2007, CASE had over 51,000
advancement professionals in its membership ranks. Therefore, the third epothe with
professionalization of the field and the introduction of full-time professional flsedsi
formed the foundation for the current practice of higher education fundraising.

Fourth epoch of higher education fundraising.The fourth, and current, epoch
of the higher education profession, spanning from 1985 to the present, has been marked
by three major trends: the growth of collective and individual higher education
fundraising efforts, the introduction of business models to manage higher education
development practices, and the subspecialization of the field (Worth, 2002).

The growth in higher education’s fundraising yields in recent decades has been
dramatic, and will probably continue into the future. As discussed in Chapter 1, in 1983—
1984, United States colleges and universities raised $5.6 billion in voluntary support
(Dunn, 1986). By comparison, in 2007, United States colleges and universities set a
fundraising record by raising $29.7 billion in voluntary support (Council for Aid to
Education, 2008). Predictions on the amount of wealth transfer in the coming decades
indicate that higher education institutions will continue to be aggressivesingai
voluntary funds. From 1998 to 2052, it is estimated that between $41 trillion and $136
trillion will be donated by individuals and foundations to philanthropic organizations
(Schervish & Havens, 2001). Higher education institutions, no doubt, will be trying to
secure a portion of this wealth transfer. Therefore, these statisticgpart e
commentaries indicate that fundraising is critical to the current anc fstiates of higher

education financing.
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Related to this escalation in dollars raised by higher education fundraising
activities, periodicals report a growing number of institutions launchingatapi
campaigns of over a billion dollars (Kinzie, 2007; Strout, 2006). In 2006, there were 22
higher education institutions conducting billion-dollar capital campaignsytptThese
institutions included both private and public institutions (Strout). One illustrationsof thi
trend is the University of Virginia, which launched a campaign to raise $3 bilipara
of the institution’s capital campaign held between 2004 and 2011 (Kinzie). In addition,
with the growing number of public and private institutions launching capital campaigns
of over $1 billion, fundraising has become big business and requires large numbers of
staff members to meet these ambitious financial goals.

These aggressive institutional goals for capital campaigns and highern@ducat
fundraising activities, expanding staff structures, and subspecializatibe fi¢ld have
led many chief development officers to turn to business models for guidance on how to
manage these enterprises (M. J. Worth, personal communication, March 13, 2008; Worth,
2009). As the history of higher education fundraising indicates, professioralima
recent phenomenon. For decades, higher education fundraising was led dyraiauad
staffed by volunteers. With development activities having expanded at matwtimss
in recent years, however, the higher education fundraising profession has irdroduce
business models into its practice.

There are many examples of the ways business models have been integrated into
the higher education fundraising field. Both Rosso’s (2@@38)jeving Excellence in
Fundraisingand Worth’sNew Strategies for Educational Fundraisi{&p02), two

widely accepted texts on the topic, contain entire sections on managing successf
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fundraising activities. These sections include chapters detailinggmaeat models;

staff training and development; strategic planning, information technologigatjns;
benchmarking, accountability, and assessment; and accounting and budgeting to support
fundraising efforts. The chapter on management in Rosso’s book presents a five-part
fundraising matrix: “human resources, information resources, financiairoeso

physical resources, and relationship management” (Elkas, 2003, p. 310). Each of these
resources, in turn, is managed through analysis, planning, execution, control, and
evaluation (Elkas). This model signifies just one way that business conceptsbave
applied to philanthropic practice to enhance development officers’ abilitiefetbiedly

and efficiently manage resources and intricate fundraising processes.

Another sign of the higher education development field’s maturation, by the
1980s and 1990s, is what Michael Worth (2002) has called the “subspecialization in the
development profession” (p. 30). Subspecialization has occurred within development
units as well as across higher education institutions. Subspecialization hasableet m
by the creation of organizations for fundraising practitioners in particalarales, such
as the Association of Professional Researchers for Advancement (APRA) and the
National Committee on Planned Giving (NCPG) (Worth). These associatiofmteahi
the way particular development functions had become highly specialized in recent
decades.

Further specialization is also evidenced, by the late 1980s and early 1990s, in the
launching of fundraising campaigns by academic units and student affairerdiviidall,

1993; Terrell & Gold, 1993). A 1989 study found that, between 1985 and 1988, over 40%

of 213 research universities had hired a development officer for their business or
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engineering schools (Hall, p. 36). At many universities, deans and academic vice
presidents have been responsible for raising voluntary funds for their schools@ngivi
(Hall; Krahenbuhl, 2004). By the early 2000s, studies on successful strategies for
academic deans listed development and external relations among the deaals’ centr
position functions (Krahenbuhl). Periodicals also reported that faculty members have
been enlisted by administrators to ask for donations and help plan fundraising campaigns
(Strout, 2007). Furthermore, many higher education institutions’ libraries have been
raising funds to build new facilities, offer new services, and support operations ®r som
time (Brower & Streit, 2003). By the 1980s, student affairs divisions had also entered the
fundraising arena (Terrell & Gold, 1993). Fundraising specialization is tHe fina
characteristic of the current epoch in higher education fundraising historyefdiieg
over the last century, fundraising has evolved into a profession with specialeedmdl
functions and has become crucial to the success of higher education institutions.
History of Organized Student Affairs Fundraising Activities

Concerted student affairs fundraising activities have mirrored many oédbet
trends in the practice of higher education development. Student affairs fumgiraisi
coupled with academic affairs fundraising, presents evidence of the @dization of
many development functions and the subspecialization within the development fiéld itse
(Worth, 2002). Student affairs fundraising has a short history; but this history il ¢ouc
the understanding of current and future practice. Formalized student affalraising
and development office partnerships began taking shape in the late 1970s and early 1980s
and have become more widespread in current practice. Because of the lack abémpiri

literature on the topic, however, little is known about student affairs fundraising

44



compared with many other topical areas in higher education fundraising, such as
development efforts by academic deans or chief academic officers.

Specific accounts of student affairs fundraising date to the 1980s, when national
economic issues began to negatively influence higher education and student affairs
budgets. Noted higher education historian John R. Thelin has observed that, by the late
1970s and early 1980s, the financial portrait for institutions was “worse than had been
anticipated,” exacerbated by the larger economy’s problems with amflatid rising oil
prices (Thelin, 2004, p. 17). During this decade, financial issues also affected student
affairs and compelled leaders in the field to seek new funding sources (Garland, 1985)

The first mention of student affairs fundraising occurred in 1980, with the
publication of a practitioner-based article on the subject in a regional studénst affa
association’s journal (Donhart & Gehring, 1980). In 1984, in another practitioner-based
journal, John E. Shay Jr., a college president at the time, called for CSAOs to become
more involved in the strategic management of higher education institutions. Skday cite
solicitation as one of the tangible means of CSAOs assisting chief exegcfiicers to
fulfill institutional goals. In 1985, a practitioner-based book on the effect of higher
education financing on student affairs included a reference to fundraising eSah
effective way of supporting student services: “the involvement of studentaffahe
attraction of gifts and the management of endowment funds is growing” (Garland, 1985,
p. 53). That same book noted that student affairs fundraising efforts most often supported
student scholarships, cultural activities, and residence hall construction andicersova
(Garland). These trends were further corroborated by the appearartieles in

practitioner-based journal articles on using fundraising to sponsor campusesctivi
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programs (Kintigh, 1986) and recommending that student affairs divisions embark on
fundraising campaigns to support operations (Kimmell, 1986). A 1986 dissertation that
surveyed 159 CSAOs found that many of these student affairs leaders préditted t
fundraising would be an important future trend in student affairs financing and a
significant part of student affairs leaders’ work responsibilitiesk@a1987). Thus, by

the 1980s, negative financial conditions had compelled some student affairs divisions to
start fundraising and references to these initiatives began to appear irrdberétef

practice and in a dissertation.

By the late 1980s, student affairs professionals from numerous institutions had
been successfully conducting fundraising campaigns by creating partnerships wit
development office staff members (Gordon et al., 1993). In a few cases, these
partnerships led to full-time fundraisers being charged with securing donatismgdort
student affairs projects and operations. One successful partnership betwstedehée
affairs and development units at Arizona State University raised between $13@j000 a
$200,000 annually over 5 years to fund student scholarships, purchase equipment for a
student services building, and finance tutoring services (Gordon et al.). Bgtimel se
year of the campaign, the cost of a full-time fundraiser’s salary veasdhy the
institution’s development and student affairs units (Gordon et al.). In the late 1980s,
Colorado State University’s CSAO also embarked on a similar partnershiphei
development office that led to the hiring of a full-time fundraiser for studéntsaaénd
raised $800,000 in restricted funds and close to $80,000 in unrestricted funds from
parents, vendors, foundations, and corporations over the first year and a half (Gordon et

al.). Innovative student affairs divisions, compelled to take action by the negatrez hig
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education financial trends in the 1970s and 1980s, began to pursue fundraising
partnerships with development offices in the 1980s as a means of offsetting luislget ¢
and expanding student services.

By the early 1990s, fundraising had become a more widely accepted practice
among student affairs divisions, and additional practitioner-based and empeicdlihe
appeared on the topic. In 1993, one commentary from the literature of practice conclude
that, “We believe that although there are problems associated with the involvement of
student affairs in institutional advancement, the benefits outweigh the risksel{ &

Gold, 1993, p. 1). This major practitioner-based book on the topic also called for student
affairs divisions to partner with development divisions and to consider adding staff
dedicated to student affairs fundraising (Terrell & Gold). That same Veaell, Gold,

and Renick (1993) published an article in a practitioner-based journal that studied
CSAOs’ involvement in and attitudes toward institutional fundraising to provide
benchmarks for involvement in these activities. The study found that 41.2% of the
CSAQOs reported that they participated in fundraising activities. Many & $#Os had

not received any formal fundraising training and 84% of those individuals surveyed
reported having no prior fundraising experience or instruction. The study also found that
74% of the CSAOs felt that they should become more involved in fundraising activities
in the future, and 71.8% of those surveyed disagreed with the statement that CSAOs
should not solicit funds. The 1990s brought the first national empirical study of student
affairs fundraising and first book on the topic written by higher education praetis.

Both of these articles included calls for more student affairs units to becomeethvol

fundraising activities.
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In the 1990s, three dissertations, studying various student affairs funglraisin
topics, supplied empirical data on the topic and indicated that fundraising had already
become an accepted practice in many student affairs divisions acrosaritrg co
(Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991). First, Kroll investigated student
affairs fundraising at Midwestern liberal arts colleges and found that 17 25t6SA0s
participating in the study actively engaged in their institutions’ fundhgisfforts. The
major student affairs projects supporting by fundraising activities includesteree hall
construction, student center construction, and the endowment of student financial aid
scholarships (Kroll). Second, Fygetakis studied the relationships between stialet af
and development offices at public research universities and concluded that theyrogjori
these interactions were cooperative, and not competitive, in nature. Third, Heralrix-
studied capital campaigns’ implications for public research universitiedest affairs
divisions and also found that successful student affairs and development offices’
fundraising relationships were cooperative in nature. By the end of the 1990s, student
affairs fundraising had been documented in the literature of practice andernatiess.
There is also evidence that student affairs fundraising, particularly stffnd and
development partnerships, were well-established at a number of higher education
institutions of differing sizes and missions, including private colleges and public
universities.

By 2000, fundraising efforts had become even more widespread among student
affairs divisions as evidenced by references in the literatures of practcempirical
data. Michael L. Jackson, Vice President of Student Affairs at the Unwefssouthern

California at the time, concluded that student affairs fundraising should be kgarde
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best practice for the field: “Student affairs programs now have the opporthigypt
their institutions finance projects that may not have been funded by externaksurce
decade ago” (Jackson, 2000, p. 610). That same administrator recommended that CSAOs
lead these initiatives similar to the way deans led academic affairafsindrefforts: “It
is important that chief student affairs officers and their staffs take adysanoft
opportunities to gain support for programs in a manner similar to deans, facultyafand st
in academic departments” (Jackson, pp. 610-611).

One dissertation on student affairs fundraising provided further evidence that
there were growing numbers of CSAOs with fundraising experience amiadran
2002, Hillman found that over 62.1% of all CSAOs of Texas’ colleges and universities
had fundraising experience and 59% of these CSAOs had fundraising training. In
addition, that same study of Texas institutions found that 18% of the student affairs
divisions responding to the survey had fundraising offices (Hillman). In 2001, Penney
and Rose published a comprehensive handbook to assist student affairs practitioners in
starting, managing, and sustaining fundraising efforts. The handbook drew extensivel
from higher education and nonprofit development literatures of practice, and thclude
testimonials from student affairs and development officers who had conductedssutc
student affairs fundraising campaigns in the past (Penney & Rose, 2001). Thess sour
show that, by the 2000s, student affairs fundraising activities had becomeya widel
accepted practice for many CSAOs, CDOs, and their units.

In the current state of research on student affairs fundraising, additional
dissertations identified means of organizing fundraising initiatives thatcethe

knowledge of practitioners and researchers on strategies and best prattice safne
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time, these dissertations, which analyzed the topic from different anghesalsa

provided evidence that development officers assigned to student affairs divisions on a
full-time basis were becoming more common in the field. Adopting a framework
established by academic affairs and development office partnerslaithsi@93), one
dissertation identified centralized, decentralized, and hybrid models agjire m
frameworks for managing student affairs fundraising (Murphy, 2007). dieatta

models involved development officers working with student affairs staff meninérs
reporting to the CDO. Decentralized models involved fundraising professioodsgy

with student affairs divisions and reporting to the CSAO. Hybrid models involved
fundraising staff members reporting to both the CSAO and the CDO. This same
dissertation applied a business model of managerial leadership behavior thistudy t
interactions between student affairs and student affairs development officepy).

In the study, 17 of 62 public research universities were found to have dedicated student
affairs development officers. Another dissertation published in 2005 employed uealitat
methodology to add to the literature on student affairs fundraising by studlytdens
affairs fundraising programs at three public, land grant institutions witlcatedi student
affairs development officers (Schoenecke, 2005). Using data gathere@mbetwe

2004 and 2007, Rovig (2009) furnished information on student fundraising trends
including the percentage of student affairs units raising funds, the projects sgdmsore
these initiatives, and the dollar amount raised by student affairs fundi@sansannual
basis. These recent dissertations have added to the depth of practitioner andeesear

knowledge of student affairs fundraising practices and have illustrated the tregteaf hi
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education institutions having staff members dedicated to fundraising to support student
affairs activities.

Fundraising has also entered the current literature of practice agem pnethod
of financially supporting student affairs initiatives in difficult econotmees. Two of the
widely accepted handbooks on student affairs administration devoted considerable spa
to student affairs’ role in fundraising and institutional development effoas 8
Desler, 2000; Jackson, 2000; Komives & Woodard, 2003; Schuh, 2003b). Furthermore,
practitioner-based articles and presentations at student affairs caefeteve shared
tips on student affairs fundraising to also indicate there was demand amndeigt st
affairs practitioners for information on student affairs fundraising (Apple2006;
Batke, 2008; Carducci, 2008; Hemphill & Holmes, 2005; Sullivan & Hemphill, 2006).
To illustrate the popularity of this topic among practitioners, the 2008 NASPA
conference included three presentations that focused on student affairs fundraising
activities (Bresciani et al., 2008; Jablonski et al., 2008; Smith et al., 2008)ofTive
sessions on student affairs fundraising were facilitated by CSAO<{&mest al.;
Jablonski et al.). Recently, the prevalence and benefits of student aff@raifing have
also been recognized by development practitioners. CASE President John Lippirecott
2006 presentation to student affairs administrators, made the point that studesnt affair
fundraising efforts were beneficial to student affairs divisions as wéligher education
institutions. In 2008, NASPA announced the formation of a professional knowledge
community dedicated to student affairs fundraising entitled “Student Affairs
Development and External Relations,” the creation of an email list forrgtatfairs

fundraisers, and the staging of a conference on student affairs fundraisin@i&ny
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personal communication, March 10, 2008; NASPA, 2008). Thus, as evidenced by the
growing number of empirical and practitioner-based studies documenting tttisgra
the current state of fundraising is that it is taking a more prominent role in the
administration and financing of student affairs divisions. There is still, howeveucdypa
of empirical evidence and articles on the subject. This has produced litgyagbsrand
made student affairs fundraising a topic that warrants additional study.
Student Affairs and Development Office Partnerships

This section of the literature review lays the foundation for the understanding of
the collaboration between student affairs and development offices for the purpose of
raising voluntary funds for student affairs units. This section first discusses t
importance of student affairs and development office partnerships for succassfuk s
affairs fundraising efforts, then examines the barriers to the famatithese
collaborative relationships. This section then critiques the eight major eahpiodks on
student affairs fundraising activities. The section concludes with a disousd major
recommendations on student affairs fundraising from the literature of gractic
Importance of Student Affairs and Development Office Partnerships

A review of the literature demonstrates that the core component of successful
student affairs fundraising efforts has been collaboration between stéfdestamd
development offices (Fygetakis, 1993; Fygetakis & Dalton, 1993; Gold et al., 1993;
Hillman, 2002; Kroll, 1991; Murphy, 2007; Shay, 1993; Terrell & Gold, 1993). Many of
the empirical studies have shown that student affairs and development offices¢hat ha
the most extensive collaboration and teamwork networks are often the teamasséhat r

the most money among those partnerships studied (Fygetakis; Fygetaki®g; Dal
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Hendrix-Kral, 1996). Moreover, the practitioner-based literature has pointed out the
benefits of student affairs fundraising for student affairs and developmergsofitudent
affairs units that have conducted successful fundraising efforts receatgces to build
new facilities, renovate existing facilities, sponsor new programs amtseaad expand
student services (Shay, 1993). Practitioners have also observed other bene8&@s: C
CSAQOs involved in fundraising “become more marketable” for presidential rbles itv
comes to having fundraising skills and experiences (Risacher, 2004; Terrell & Gold, p.
1), or they become more valuable to the institution from the president’s perspective
(Shay, 1984; 1993).

Development units have also recognized the benefits from creating pagsershi
with student affairs divisions. Development practitioners have noted the importaof rol
student affairs staff in formulating projects that can serve to improve théyopfahe
student experience, identifying potential donors from alumni involved in student
activities and leadership positions, and providing assistance with the cultivatonars
and alumni (Jackson, 2000). Therefore, the student affairs and development office
partnerships have produced tangible benefits for both units.

There is often, however, a disparity in the fundraising skill levels betweewdhe t
units. This is due, in large part, to development officers having the knowledge,
experience, infrastructure, and abilities to manage fundraising campaigrnzh{M2007;
Terrell & Gold, 1993; Worth, 2002). In addition, development officers have the overall
responsibility within the higher education administrative structure to cofghudtaising
activities (Shay, 1993; Worth). At the same time, development officers also haxa cont

over prospective donor contact information (M. Worth, personal communication,
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November 13, 2008). In contrast, many student affairs officers have limited skills
knowledge, and abilities in many of these advancement areas, particularlynimgla
and managing fundraising efforts (Hillman, 2002; Jackson, 2000; Shay; Schuh, 2003).
One illustration is that many student affairs staff members lack a fiamdain
understanding of fundraising vocabulary and concepts (Gordon et al., 1993, p. 9).
Furthermore, development offices often have the resources, including sustructrae
as prospect research databases and development information systemsate facil
fundraising efforts (Ferris, 2002; Siegel, 2002). In fact, central developnimaisabften
control access to prospects through clearance systems to coordinate donoiocudtngt
solicitation activities (Worth, 2002). Therefore, development office cooperation and
participation is essential to student affairs divisions’ fundraising sfimtause
development officers have the resources, infrastructure, skills, and autbdaiiyth
and manage campaigns to raise funds.
Obstacles to Creating Fundraising Partnerships

Notwithstanding the successful examples of student affairs and development
office collaborations (Gordon et al., 1993), numerous obstacles exist that eteitfer
the establishment of partnerships between student affairs and developmest offecse
barriers exist within student affairs and development office organizdtsubcultures
themselves and within the larger institutional structural and cultural centext

Student affairs barriers. Several barriers to fostering student affairs and
development office partnerships exist within student affairs divisions’ onssind
cultures. First, commentators have observed that the time student affaimsestdders

dedicate to fundraising diverts crucial resources from the central missitudehs

54



affairs to educate and develop the individual student (Terrell & Gold, 1993). Under this
critique, student affairs’ time and staffing resources could be applied to othestpra
initiatives that directly impact student life. Second, many student astaiffsmembers

lack the requisite financial and fundraising knowledge, skills, and abilities to paithe
development offices (Gordon et al.). Financial management and fundraising kgewled
and skills, as many studies have demonstrated, have been identified as areas of needed
improvement for many student affairs professionals, including CSAOs, according to
empirical studies on the topic (Ackerman et al., 2005; Herdlein, 2004; Sermersheim &
Keim, 2005). Taken together, student affairs units’ central missions and staff membe
lack of fundraising skills and knowledge present obstacles to the formatiardehst

affairs and development office partnerships.

Structural barriers . There are also several other institutional barriers that
interfere with the creation of student affairs and development office pshitperFirst,
higher education practitioners and scholars have long discussed the diffierenfiat
higher education functions into divisions or subunits (Balderston, 1995). This traditional
separation of higher education functions into independent silos organizes fundraising
activities under CDOs, student services activities under CSAOs, and precludes
collaboration between the two units (Gordon et al., 1993). Second, one of the most
significant barriers in practice is that the CSAO must first have thegoiment of the
CDO before convincing the president and board of trustees on the merit of including a
student affairs fundraising effort within the institution’s larger advamcgmampaign
(Gordon et al.; Shay, 1993). The differentiation of higher education function areas,

coupled with the task of the CSAO convincing the CDO, president, and board of trustees
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of the utility of student affairs fundraising, pose two institutional barreetld formation
of student affairs and development office partnerships.

Institutional barriers . From the perspective of development offices, there are
also major institutional barriers to student affairs and development offarensg
partnerships to sponsor student affairs fundraising efforts. First, relatesllistory and
mission of the student affairs profession, some higher education executives, including
trustees, presidents, and development officers, perceive student serviceg as bei
auxiliary to the central academic mission of institutions (Gordon et al., 1993)nEpr
some development officers and higher education chief executive officerkdeel t
advancement resources are better applied to raising funds that supporti@cdidées
initiatives (Shay, 1993). In another sense, academic affairs fundraising@iaasi a
more well-developed body of literature than student affairs fundraisictjqgadrom a
development officer’s perspective (Hall, 1993; Krahenbuhl, 2004). Finally, as euvidence
by empirical and practitioner-based studies, many academic deansus®aed to
having fundraising campaigns be part of their position descriptions (HaligKbaihl).

By comparison, student affairs fundraising is rarely, if ever, part of stadi@irs

officers’ articulated roles and responsibilities (Jackson, 2000; Schuh, 2003b). Second,
development officers traditionally have had control over the major advancement
functions, including fundraising, at most institutions. This issue of control and dwmers
also touches on the reluctance of development officers to have student afffairs sta
members asking potential donors for student affairs—related donations that could have
been earmarked to other areas of the institution, such as academicaftiags

institution’s endowment itself (Gordon et al.). These institutional issuestfatthird set
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of barriers that interfere with the formation of student affairs and develipfiee
partnerships.

Therefore, significant barriers to forming student affairs and developrfieet o
partnerships exist on the institutional, divisional, and individual levels. To surmount these
obstacles and create effective student affairs and development office ailandhere
must be change at the institutional and divisional levels. This dissertation seekisd¢ss
this problem by analyzing three successful student affairs and developfient of
partnerships at private research universities and how institutional staksholder
approached this change process, surmounted barriers, and formed effectiveatsl&abor
relationships.

Student Affairs Fundraising Empirical Studies

One peer-reviewed article and seven dissertations form the empiricakstadi
student affairs fundraising efforts and partnerships with development officiss
critique will analyze each of the eight empirical studies and relatestiady to the
purpose of this dissertation. A review of these eight empirical studies idsnhié
literature gap that this dissertation seeks to fill.

In the peer-reviewed article, Terrell et al. (1993) used a quantitativeaaybpto
evaluate CSAO fundraising activities. Terrell and Renick were execetdels of
higher education institutions at the time of the article’s publication. Gold haltlitiyf
position in Student Personnel Administration at the time of the article’s pudic@the
purpose of the study was to examine the involvement of CSAOs in fundraising and to
determine how CSAOs “define their actual and their ideal role in regard tadigiag”

(Terrell et al., p. 192). The population for this study included CSAOs who were voting
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delegates of NASPA, one of the two national student affairs professionaleiisssci
Voting delegates were chosen because they are often the CSAO of an institution. The
authors assumed that CSAOs were responsible for the majority of studeat affa
fundraising activities at higher education institutions (Terrell.gt al

Data collection involved a survey that was mailed to a random sample of 543
voting delegates of NASPA. The sample had a return rate of 64% and appeared to be
representative of the diversity of higher education institutions, with 58% of the
respondents having positions at community colleges and 33% having positions at four-
year institutions (Terrell et al., 1993). Apart from a pilot study conductedtpribe
survey distribution and the random sampling, the article did not include information on
data analysis techniques to ensure quality control.

There were three major limitations to the study. First, the study’s pmpulat
excluded some individuals who would have added to the validity of the study. Terrell et
al. (1993) surveyed CSAOs who were NASPA members. This population excluded the
numerous CSAOs who were solely members of ACPA, the other student affairs national
association. Second, as a practitioner-based study, the researcherglilitlede
information on data analysis methodology, so the reader is unable to determine how the
findings were generated and validated. This limitation is tempered by titadathe
authors were veteran administrators or professors experienced in highd¢roaduca
administration and research. Last, because higher education has changedrsiignif
since 1993, this calls into question the usefulness of data collected over 15 years ago.

Recent higher education and student affairs trends will likely haveabeany of the
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findings and make the data less applicable to the current dissertation and sfadsnt af
fundraising practice.

Terrell, et al.’s (1993) findings have relevance to this dissertation ia thaen
respects. First, the study concluded that there were no major differerices in
involvement of student affairs professionals in fundraising at private veuslis
institutions (Terrell et al.). This conclusion is very important to the curreserdagion,
which focuses on student affairs fundraising activities at private uniestsgecond, the
study pointed out that many CSAOs cited factors other than a lack of interest in
fundraising for choosing not to raise funds, a point that relates to this dissertati
addressing barriers to student affairs fundraising (Terrell et al.)€Bearchers
explained that CSAOs felt that the demanding chief executive role did not gegmita
have the time to become involved in fundraising or develop the skills they perceived wer
required to conduct these initiatives (Terrell et al.). Last, the studydustgdent affairs
professionals to be “an untapped resource” for institutional fundraising and fcalle
institutions to include fundraising in CSAO position descriptions in the future (Tetrre
al., p. 190).

This dissertation will update many of the study’s findings on the attitudes of
CSAOs toward fundraising and the effect of the fundraising role on the CSA@posit
Most importantly, the current dissertation will judge whether the trends inshsinuy at
private research universities resemble the findings from empiricakstudiich have
mainly addressed student affairs fundraising at public universities.

In the first dissertation, Kroll (1991), employing a mixed-method approach and

naturalistic paradigm of inquiry, studied CSAOs involvement in fundraising at 12
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Midwestern private liberal arts colleges. The purpose of the study waetmoe the
role of CSAOs in fundraising, the kinds of student affairs fundraising actj\atnesthe
perceptions of higher education presidents, CSAOs, and CDOs on student affairs
fundraising activities (Kroll). The population for this study was limited ops¢ and
included the 12 member institutions of the Great Lakes College Association and 13
member institutions of the Associated Colleges of the Midwest, all of whigh private
liberal arts colleges.

Data collection methods were twofold: an initial questionnaire sent to CSAOSs,
CDOs, and presidents and in-depth, follow-up interviews with CSAOs and CDOs. The
guestionnaire, which included questions on the type, frequency, and origin of student
affairs fundraising activities, was sent to 75 individuals and completed by 55dunalis/j
for a 73.4% return rate (Kroll, 1991). For the in-depth, in-person interviews, the
researcher selected six institutions from each of the two regional ldyesalollege
associations and interviewed six CDOs and six CSAOs from this pool. Nine of the 12
CDOs interviewed had backgrounds in student affairs. There were differevicwe
guides for CSAOs and the CDOs involved in the study (Kroll).

Data analysis for the interviews involved data reduction, data display, and
conclusion drawing and verification under a coding system developed by Miles and
Huberman (Kroll, 1991). Member checking, triangulation of data, and prolonged
engagement were among the strategies used by the researcher fgpicquéddi.

Member checks were performed after the completion of the interviews t@ehatithe
conclusions drawn were accurate reflections of the conversations. Dataiareyelated

using the initial questionnaire results and the interview content to ensure independent
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corroborating evidence. Prolonged engagement with study participantsegcouer the
8 months that Kroll conducted the study (Kroll, 1991). Taken together, these techniques
enhanced the internal reliability of the study according to researcherdasdarior
gualitative studies (Yin, 2002; Maxwell, 1996; Merriam, 1997).

There are four major limitations to the study. First, although the author@depa
an in-depth narrative on methods for collecting and analyzing her intervienwKdalla
did not provide any guidance on her methods for analyzing the data from the
guestionnaires. A statement on these methods would have provided the reader with more
sufficient information to judge the reliability of the data. Second, 9 of the 12sCDO
surveyed had earlier career experiences as student affairs profissdibeaeader is led
to the conclusion that the sample included individuals who have very different
backgrounds than many development officers at other higher education institiii®ns
assumed that a much lower percentage of development officers at other amstivadiuld
have student affairs backgrounds, compared with the study’s participants. Third, the
specific regional and institutional type, Midwestern liberal arts collegeslved in the
study limits the generalizability of the results. Last, since the stiadyconducted over
16 years ago, many recent developments in higher education financing and fogdraisi
make the study’s findings outdated. Taken together, these findings are naligahler
to research universities in today’s higher education environment.

However, Kroll's dissertation had three findings that are relevant to this
dissertation. First, the dissertation included evidence that some developrioans off
welcome student affairs divisions participating in fundraising activifegcdotal

evidence cited by the author explained that some development officers pantacipati
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the study perceived student affairs officers as sharing a long-ternitutiosital
perspective,” and having leadership and management skills transferable tesfogdra
activities (Kroll, 1991, p. 69). Despite that much of the student affairs practitiher a
empirical literature emphasized barriers to student affairs andogeneht office
partnerships, Kroll's dissertation found evidence of commonalities betwee®@€&#d
CDOs in the taking of a long-term, institutional-wide perspective. Second, the
dissertation provided data on CSAQOSs’ perceptions of fundraising activities. Fohene, t
researcher noted that most of the CSAOs had become involved in fundraising aetivities
the request of the institutions’ presidents. Interestingly, while 75% of th€®©SSaid

that they were involved in fundraising activities, only 55% of the CSAOs felt that
CSAQOs, in general, should be involved in such activities (Kroll). Last, the disserta
related some of the student affairs initiatives that were supported astitetions of the
CSAGOs surveyed, and the nature of CSAOs’ involvement in fundraising activities
student affairs projects supported by the fundraising campaigns included re$idisice
student centers, and financial aid scholarships (Kroll). The CSAO fundraismitjes
included managing senior class gift efforts, participating in fundraisinggattbons,
working with parent councils, and attending alumni events (Kroll).

Thus, this dissertation provides initial information on the involvement of CSAOs
in student affairs fundraising efforts and the perceptions of presidents andddDOs
CSAOQOs’ participation in these activities. This dissertation will add to sriidings by
focusing on private research universities, an institutional type that is diffeoen the
one she studied, and by providing current data on the relationships between student

affairs and development offices and student affairs’ fundraising aesivitihis
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dissertation builds on Kroll's findings by investigating whether there is indeeedsha
cultural and structural attributes among CSAOs and CDOs.

In the second dissertation, Fygetakis (1993) studied the relationship of student
affairs and development offices for the purpose of student affairs fundracsivijes at
159 public universities with enrollments of over 10,000 students who were institutional
members of NASPA. Fygetakis later co-authored, based on her study, a chapter on
student affairs and development office relationships titled “The Relationsbip&én
Student Fundraising and Institutional Advancement Offices in Education Fundraising”
(Fygetakis & Dalton, 1993) in a book on the topic entitledv Roles for Educational
Fundraising and Institutional Advancemdiierrell & Gold, 1993). Fygetakis’
dissertation is the seminal work on student affairs fundraising. For hertdisser
Fygetakis used a quantitative survey instrument for the following purposesdtjen
CSAOs and CDOs perceived student affairs fundraising as achieving mulsalagal
(b) if so, what type of relationships between student affairs and developmees offic
produce successful fundraising results. In addition, the study also sought hoirketiie
types of student affairs activities supported by fundraising efforts, ther @otlounts
raised by fundraising activities, and the degree to which the theoretiwaviak of
competition and cooperation apply to student affairs and development office relationships
(Fygetakis).

The researcher used an instrument that was based on Deutsch’s theory of
competition and cooperation in business organizations. Under Deutsch’s model, group
goals can be either cooperatively or competitively linked (Fygetakis, 1993). @tope

goals foster positive, helpful interactions since groups perceive other partiasing
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shared goals. Competitive goals foster negative, interfering interadince the groups
perceive each other as having contradictory goals. Within these modelsjriiesnes
for investigation are communication, assistance, and attitudes. Fygetalastaliesa was
the first study, of what would be many, to apply Deutsch’s model to student afidirs
development office interactions.

Data collection methods involved sending the survey to a purposive sample of
159 CDOs and 159 CSAOs of public universities with enrollments of over 10,000
students. Surveys were returned from 100 CDOs and 112 CSAOs for an overall return
rate of 66.67%. Data analysis for the questionnaire involved chi square testgtidescri
statistics, and multivariate and correlation analyses (Fygetakis, 1993).

Based on this data analysis, Fygetakis (1993) devised tables to track the fyequenc
and rank order of student affairs programs, services, and activities supported by
fundraising activities that included both student affairs and development offidensam
data, and each office’s data displayed independently. The sums raised were als
organized into tables displaying the amount of money raised by student affairs and
development office partnerships for student affairs activities, the amount of meosey
by development offices alone for student affairs activities, and the amount of money
earmarked for specific projects such as residence hall construction or i@emoVhe
researcher also categorized participants’ responses into tables usig séatistical
analyses to display the extent to which individuals perceived the student afidirs
development office relationships as being cooperative or competitive.

There are three limitations to the study. First, the researcher noted lutsciDge

model may not be relevant to the higher education environment based on the frequency of
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student affairs and development officers’ cooperative behaviors and absence of
competitive behaviors (Fygetakis, 1993). One explanation is that Deutsch’s freknewo
based on studies of the business sector, may be more relevant to corporationsobecause
the competitive nature of those enterprises. Second, the study’s focus on public
universities limits its generalizability to private universitiesvéte university settings
may be very different from public institutions’ environments for student atiaits
development office interactions. Last, since the study was conducted over lagears
recent trends in higher education financing and fundraising make some of tles'studi
conclusions outdated. These limitations, however, do not detract from what is,,overall
the major empirical work on student affairs fundraising and the relationshipdietw
student affairs and development offices.

But there are numerous findings from Fygetakis’ (1993) study that are cagnifi
to this dissertation. First, Fygetakis found that there is little evidence of taorpe
among student affairs and development officers when raising funds for studest affa
projects. Second, Fygetakis found that there was a relationship between total dolla
raised by fundraising efforts and the factors of cooperation between stua@stai
development officers. Third, Fygetakis found that the most prevalent projects sdpporte
by student affairs fundraising included women’s or multicultural studentrsgnteeer
centers and their programs, alcohol and other drug education programs, disapgibyt
services, and performing arts centers (Fygetakis). Most of the larggnafsing
campaigns were launched in support of construction projects involving student unions,
residence halls, and health and wellness centers (Fygetakis). These findielgsecor

with many of the other empirical studies and the anecdotal evidence in thearderd

65



practice (Gordon et al., 1993; Hendrix-Kral, 1996; Jackson, 2000; Schuh, 2003; Terrell &
Gold, 1993). Last, Fygetakis found that 80 development offices and 104 student affairs
divisions of the 110 surveyed reported participating in fundraising campaigns. These
campaigns produced revenue totaling $100,000 as an average amount, with the highest
being $5.6 million for the construction of a residence hall and the lowest being $300 for a
student activities program.

This dissertation builds on these findings by examining student affairs fsingdra
and student affairs and development office partnerships with a theoreticahioakn
based on higher education organizational culture rather than a leadership model based on
managers’ behaviors. Fygetakis’ theoretical model, Deutsch’s compeiittbn
cooperation framework, used a business model that the researcher listed among her
limitations due to the absence of competition between CSAOs and CDOs at particula
institutions. This dissertation seeks to use a model that has been based on studies of
organizational culture at higher education institutions that may be bettst Bui
examining the dynamics between student affairs and development offices than the
business models employed in Fygetakis’ study.

In the third dissertation, Hendrix-Kral (1996) studied the relationship of student
affairs and development offices in capital campaigns conducted at 211 publicities/ers
with enroliments of over 10,000 students. Each university had institutional memberships
in both NASPA and CASE. The purpose of the study was to examine the role of capital
campaigns in the fundraising activities of student affairs divisions, the rdttive

student affairs and development office partnerships, the student affaitsviestia
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supported by capital campaigns, and the organizational structures used to stateige
affairs fundraising efforts.

Data collection methods involved sending a survey, adapted from Fygetakis’
instrument, to 211 CSAOs and CDOs. Hendrix-Kral (1996) revised Fygetakis’ (1993)
survey to address the topic of the relationship between student affairs and fogdraisi
offices in institutional capital campaigns. Like Fygetakis, Hendrix-Ks&ld Deutsch’s
theory of competition and cooperation as her theoretical framework. Of the CDO
participating, 114 individuals completed the surveys, for a return rate of 54%. Of the
CSAOs participating, 111 individuals completed the surveys for a return rate of 52.6%.
Most of the CSAO and CDO responses were uniform across institution size. Howeve
there were many more CDOs than CSAOs represented from institutions of over 20,000
students. Data analysis for the questionnaire included chi-square testqydseque
distributions, and descriptive statistics for measuring the variables. Tdhgathered
from two open-ended questions, however, were not analyzed using widely dccepte
gualitative methods, but listed in the body of the study.

There are three major limitations to this study. First, the researcheodi
employ appropriate qualitative methods to analyze data gathered from thgssapen-
ended questions. The lack of methodological rigor makes it difficult for theréeagut
the data from these questions in the proper context. In addition, the lack of organizational
structure makes it challenging to comprehend the data. Second, the reseaicimegjor
research questions often strayed from the overall purpose of the dissertatioacadd pl
unrelated information together in a results section that resembled a laundfytésts.

Last, Hendrix-Kral's dissertation studied only institutions that were gaatiag in
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capital campaigns at the time. This population excluded the many institutiomsetiea
not, at the time, conducting capital campaigns. Taken together, Hendrix-Kral’ shstsidy
significant limitations that make the findings cautiously generakzgabthe current
dissertation.

Although these significant limitations detract from the study’s religbili
Hendrix-Kral's (1996) dissertation has some relevance to the currentalissem four
main areas. First, the majority of CSAOs and CDOs participating in thg writing
together on fundraising campaigns viewed their relationships as being gooeltergxc
Second, the study found that most of the student affairs and fundraising partnerships
employed a hybrid model that included fundraising staff reporting to both the C&RO a
the CDO. Third, the student affairs projects supported by capital campaigosethi
many of the trends reported in previous studies (Fygetakis, 1993; Fygetakis & Dalton,
1993). Construction projects supported student unions, recreation centers, residence halls
and performing arts center. Other funds supported career planning, women’s and
multicultural centers, and disability support services. Last, the study pdosigbgort for
the theme of student affairs and development offices exhibiting cooperative astribut
being the most successful from a fundraising perspective, as measured Isyrdsiéat.
This current dissertation builds on Hendrix-Kral's study by applying amaliee
theoretical framework based on organizational culture models.

In the fourth dissertation, Hillman (2002) studied student affairs fundraising
activities and training within student affairs divisions at Texas colleggsimiversities,
including two- and four-year institutions and public and private institutions. The purpose

of the study was to investigate how many Texas student affairs officezdramed in
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fundraising, the kinds of fundraising training student affairs officersvedgethe extent
of student affairs officers’ involvement in fundraising, institutional support of student
affairs fundraising efforts, and the relationship of student affairs andogeneht units in
fundraising efforts.

Data collection methods involved sending surveys, based on Fygetakis’ and
Hendrix-Kral's instruments, to the 149 higher education institutions in Texas, based on a
stratified purposeful sample. The survey instrument was also predicated orhBeutsc
model of cooperation and competition and was adapted to fit Hillman’s (2002) hesearc
guestions. The survey was completed by 72 development officers and 95 student affairs
officers, for a return rate of 60.7%. Responses came from 85% of Texas’ publie&ur-y
institutions, 75% of the private four-year institutions, and 77% of the public two-year
institutions. Prior to conducting the study, Hillman completed a pilot study with ni
CSAOs and CDOs. Data analysis methods included descriptive statistids-gaqdare
tests. In addition to the limitations on the theoretical framework discussedsediens
on Fygetakis and Hendrix-Kral, there is one important limitation to Hillman’s
dissertation. Hillman’s study examined student affairs fundraising iaslTemly. With
this limited regional focus, the data is not generalizable outside the TexassbGnae
illustration of this limitation is Hillman’s finding that a large percegetaf Texas student
affairs divisions’ fundraising efforts supported athletic programs, fiasiliand services.
This was due, in no small part, to the large number of Division | athletics pregram
particularly football, at Texas’ higher education institutions. At the same however,
Hillman’s study was the first to encompass both two- and four-year instisugind

private and public institutions. Yet, Hillman did not decouple the data on student affairs
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fundraising at private versus public institutions. Furthermore, Hillman did notgligth
among institutions of different sizes and missions. Therefore, Hillman'stdisse has
very limited generalizability to the topic of student affairs fundngsit private research
universities.

Although the dissertation focused solely on Texas’ higher education institutions,
Hillman’s (2002) findings have relevance to the current dissertation. First, Hidima
study collected data on student affairs fundraising activities and trairahgribvided
benchmarks for future studies. Hillman found that 59% of the CSAOs surveyed had
fundraising training, whether on the job or in classes or seminars. Of the CSAOs
surveyed, 62% played a direct role in fundraising activities. Of all studaisafhits
participating in the study, 18% had hired fundraising staff members. Of thatstude
affairs units hiring fundraisers, 30% of the offices had a fundraising offssgyreed to
them by the development office. The largest percentage of fundraising estwés
geared toward intercollegiate athletics and financial aid scholarships$) migbt be
explained, in part, as a Texas regional difference. Student affairs needsieheded in
capital campaigns according to 53% of the student affairs offices and 44% of
development offices participating in the study. Of all respondents, 60% reported that
presidents strongly or moderately supported student affairs fundraiscunds¢he study
also reinforced the notion of student affairs and development offices having catitadoor
partnerships. Hillman also found that cooperation and trust among CSAOs and CDOs
were correlated in responses to the survey. Both student affairs and develogicenst of
agreed that fundraising was a shared responsibility. In fact, 91% of the degetopm

offices and 82% of the student affairs offices reported good to excellerdnshaps
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with each other. Last, Hillman’s dissertation was the second empiricaltstadifect
data on private universities. This dissertation adds to Hillman'’s findings by providing
data on private research universities and determining how the institutions toeliegl s
compare with student affairs fundraising at Texas colleges and universities.

In the fifth dissertation, Schoenecke (2005) studied, using qualitative case study
methods and a constructivist paradigm of inquiry, three public universities in tameast
southern, and western United States with enrollments of 17,000, 44,000, and 37,000
students, respectively, whose student affairs divisions had full-time developinearsof
The institutions, for confidentiality reasons, were referred to in the dissarsst Eastern
University, Southern University, and Western University. There were fajorm
purposes of the study. First, the dissertation identified fundraising best @s&otic
student affairs divisions. Second, the dissertation studied the influence of mstituti
development offices’ practices on student affairs fundraising effortsd, Thi
dissertation identified the types of projects supported by student affairaigingr
activities. Last, the dissertation tried to identify strategies toaseréhe amount of
money raised during student affairs fundraising campaigns (Schoenecke).

The researcher employed a four-part theoretical framework empitpsudtural
and organizational structural theories. First, Tierney’s framework ¢@mnizational
culture, which combines environment, mission, socialization, information, styatedyy
leadership as the main components to comprehend how higher education institutions
work, was employed in the study. Second, Kast and Rosenzweig’s model that divides
organizations into rigid, or stable-mechanistic, organizations and flexible, pneda

organic, organizations as a means of understanding organizational structure and
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functioning was used in the study. Third, Narayanan and Kast’'s environmental model tha
has three parts, including the task (internal organizational) environment,
industry/competitive environment (organization and its competitors), and the
macroenvironment which includes both the task and industry environments, was applied.
Last, Bolger’s concept of experience as an important managerial facteddine final

part of the theoretical model. Thus, Schoenecke’s (2005) theoretical framework
combined donor motivation theory, fundraising management, business, and higher
education organizational culture models.

Data collection methods involved interviews, document analysis, and
observations during site visits to the three institutions (Schoenecke, 2005). Each
interview was recorded and transcribed by the researcher. In additionG8At@s and
the CDOs, other stakeholders were interviewed to triangulate the datanBlysasa
strategies included ethnographic, constant comparison, and content analysis technique
Other strategies to ensure internal validity included triangulation of irteata with
written document analysis, member checks of transcripts, and peer examinatitan of da
All of these number among best practices to ensure internal validity for gqualita
research projects (Merriam, 1998; Yin, 2002).

There were two main limitations found in the study. First, Schoenecke (2005) did
not explain his methods for selecting two of the three institutions for the studytaihe
that their student affairs offices had dedicated development officers. @me of
institutions, known by the pseudonym “Eastern University,” was recommended to be
included in the study by NASPA staff members for the effectiveness ohilsdising

efforts. The three institutions varied greatly in size and geographicdoc&gcond,
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there are some limitations inherent in the case study methods that Schoenéthkédisse
dissertation. As qualitative researchers have observed, case studiefiygdoerot have
generalizability (Merriam, 1997; Yin, 2002). One of the areas of the case studydrow
that could have benefited from additional quantification was Schoenecke’shesear
guestion related to the projects supported by the three institutions’ student affairs
fundraising efforts. Rather than measuring data through dollar amounts raised,
Schoenecke presented a narrative on the various projects sponsored by themsstituti
Schoenecke’s (2005) findings have great relevance to this dissertatspphisir
findings contradict some of the earlier trends in the empirical literatoistudent affairs
fundraising. As opposed to earlier studies that found institutional presidentsaogur
CSAO participation in fundraising (Shay, 1984; 1993), the three student affairs
fundraising efforts studied were instigated by the student affairs isfflsemselves. In
addition, Schoenecke also found that the most effective fundraiser in all three of the
institutions were those individuals with extensive development office carperiexces
and knowledge of fundraising strategies and models. These findings could be evolving
trends in student affairs fundraising. Second, Schoenecke points out student affairs
fundraising best practices of the institutions including the establishmentunita
advisory boards, use of centralized development office infrastructure swedeasch
databases, and a dual reporting structure for the development officers to both (e CSA
and the CDOs. This dissertation builds on Schoenecke’s findings by studying private
research universities, institutions that often have financing and governanaetehstics
differing from those of public universities (Balderston, 1995; Breneman & ¥ii®97).

Furthermore, this dissertation seeks to determine whether Schoenautiegdiare
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evolving trends in student affairs fundraising or isolated issues endemicitgtihgions
participating in his study.

In the sixth dissertation, Murphy (2007) conducted a quantitative study on the
perceptions of leadership behaviors of CSAOs and student affairs developmenrd affice
public, doctoral granting universities. The purpose of Murphy’s study was tonieter
whether the CSAO and student affairs development officers displayed sintiéanpaf
leadership behaviors, to better understand ways that these two positions worked togethe
at higher education institutions. Murphy used a competing values manageriabbehavi
instrument, a model that was created by Quinn and Rohrbaugh to analyze the
effectiveness of organizations and their leaders. Under this model, individeials ar
situated along a continuum of having organizational focus, or focusing on the needs of
individuals, or having external focus, or focusing on the needs of the organizatiotoitself
the detriment of the needs of individuals. From this initial continuum, individuals are
identified, depending on their responses, as one of eight managerial leadgship ty

Data collection methods included an online survey that was emailed to 32 CSAOs
and student affairs development officers at public, doctoral granting irstgutiat
employed a student affairs fundraising officer. Replies were reté&iom officers from
17 of the 32 institutions, including a response rate of 53.1% from CSAOs and 56.3% of
the student affairs development officers. Data analysis for the respocdiseed t-tests,
descriptive statistics, quadrant reliability coefficients, and mulat@mnalysis of
variance (Murphy, 2007).

There are two major limitations to the study. First, the study’s sasigdes very

small for a quantitative study and this raises questions about the generalipalilé

74



study. As researchers have observed, mixed methods, or combined qualitative and
guantitative design, in this case, could have been used effectively to triarthelat
guantitative data with additional data to ensure additional internal and extditi&y va
(Creswell, 1994). Second, the study focused only on institutions that had dedicated
student affairs development officers reporting to the CSAO. This population exclude
student affairs divisions that have centralized or hybrid models for organiaohens
affairs fundraising efforts.

There are findings in Murphy’s study that are relevant to the curresgtrdison.
First, the study’s findings showed that CSAOs and student affairs developnesriscdt
the institutions studied had very similar leadership behaviors and attitudes {iMurph
2007). Heretofore, much of the literature of practice had emphasized the diéeren
between CSAOs and student affairs development officers. Second, Murphy found that the
officers studied exhibited leadership attributes in all four quadrants of tiher $bd
complexity model, an indication that the demands of student affairs fundraisingecequi
CSAOs and student affairs development officers to use attributes from multiple
perspectives, or frames. This dissertation expands on this concept of offiogrs usi
different frames under hybrid models similar to the ones that Murphy igehitifiher
study. This study provides support for the current dissertation’s applicatiortuwbtul
frame models to the problem of student affairs fundraising, particularpattieerships
between student affairs and development units.

In the seventh dissertation, Rovig (2009) conducted a quantitative study on the
relationship between the nature of development effort characteristicseaachttunt of

dollars raised for student affairs units. The purpose of Rovig’s study was tmitete
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which institutional attributes led to institutions, between July 2004 and June 2007, to
successfully raising funds for student affairs divisions. Rovig used a quastitati
methodology to investigate the relationship of five independent variables—number of
development officers assigned to student affairs fundraising, level of involvement
CSAO in fundraising, level of support of the president, endowment size, and institutional
type—with the dependent variable of dollars raised for student affairs projects

Data collection methods included an online survey that was emailed to 1,000
student affairs representatives as listed in the 2igBer Education DirectoryRovig,
2009). Between July 2004 and June 2007, Rovig received completed surveys from 102 of
the 1,000 institutions, totaling a response rate of 10% from the population. Rovig
analyzed the data using one-way ANOVA, regression analyses, and tlesstigtistics.

There are two major limitations to the study. First, the study’s reatienwvas very
low, and this raises questions about the generalizability of the study. Rovig (2009) had an
initial goal of a 20—-30% response rate. The overall response rate, 10%, was much lower
than the targeted response rate. The study could have been improved by Rovig taking
additional action to increase the response rate. Second, the study’s desigosimngfon
five independent variables, leaves out many variables that could be relevant toatse doll
raised to support student affairs projects. For instance, the study did not focus on the
agency of fundraisers who are part of student affairs units and report to the GBAO a
of the five variables. This and other variables could have contributed to the dollads raise
at the successful student affairs fundraising institutions.

There are findings in Rovig’s (2009) study that are relevant to the current

dissertation. First, the study’s findings showed that the successful studénst aff
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fundraising practices typically involved the following factors: more than ahéirhe
development officer assigned to the unit as a liaison, the involvement of studeast affair
director level staff (particularly the career center and studenitadidirector in
fundraising), student affairs staff members’ participation in studentsaftandraising
activities, and development officers’ participation in student affairs figidgeactivities.
Heretofore, much of the literature of practice had emphasized the imporfa®SAOs
and CDOs in the fundraising process and not included the agency of student affairs and
development staff in student affairs fundraising. Second, while the responsesete r
guestions about the validity of the data, Rovig’s study attempts to update studest affai
fundraising statistics on the number of institutions having student affairs fsindrai
initiatives, the projects supported by these initiatives, and the average doacsby
these initiatives. This dissertation seeks to build on Rovig’s recent studg\oglipg
additional data on the nature of student affairs fundraising as private hesearc
universities. With Rovig's data dating to 2004—2007, this dissertation’s data, collected i
April and May 2009, provide an updated perspective on student affairs fundraising. In
addition, this dissertation takes a qualitative approach to add rich, nuanced datandn r
student affairs fundraising practices at three private researchrsitiese

In summary, these eight empirical studies lend credence to this current
dissertation’s investigation of the strategies used to form and sustain stdaiestaid
development office partnerships to raise funds for student affairs’ divisionstddies
also put forth evidence demonstrating that student affairs and development office
fundraising collaboration has been essential to the success of these injtztives

measured by the dollars raised and their ability to meet the prograroslagd goals.
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At the same time, the studies also indicated that there is a gap in the dmpirica
literature on the nature of student affairs and development office relationspipsate
research universities. The only studies that have collected specific dateade pr
universities’ student affairs fundraising activities were Teritedl & (1993) study on
CSAOs’ fundraising activities and attitudes toward fundraising, Hillsng002) study
on Texas higher education institutions, and Rovig’'s (2009) study on student affairs
fundraising. These studies, however, have significant limitations as detatlee
critiques. Thus, based on the very small number of empirical studies on student affairs
fundraising and student affairs and development office partnerships, ttagiligeessay
identifies a significant literature gap that will be filled by this eitstion.

Recommendations from the Literature of Practice

With the continuing significance of revenue generation to the financial health of
many student affairs divisions and the existing barriers to many divisiongmeptieg
fundraising activities, the literature of practice offers usefuleggras for fostering
student affairs and development office collaboration and effectively managsting
student affairs fundraising campaigns. Based on their experiences indhedteran
student affairs practitioners, primarily CSAOs and higher educatiordpresj have
published the majority of articles in the literature of practice on the topge{ékis &
Dalton, 1993; Gold et al., 1993; Jackson, 2000; Penney & Rose, 2001; Shay, 1993;
Terrell & Gold, 1993; Terrell et al., 2003; Schuh, 2003b). Noticeably absent from the
literature of practice are the perspectives of development officers, whambawritten
empirical studies or practitioner-based articles on student affairs fsingreBased on a

review of the relevant books and articles, the literature of practice lasmanded
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three major ways of creating and sustaining productive student affairs andpeset
office partnerships to raise voluntary funds.

First, many practitioners have agreed that the CSAO leadership is coutial t
success of student affairs fundraising efforts and that there are commoois acid
attributes on the part of officers leading these productive programs (Gald¥93;
Jackson, 2000; Penney & Rose, 2001). Practitioners have recommended specific CSAO
actions to create, manage, and sustain student affairs fundraising initiaawvgsoin
which have been predicated on best practices among higher education development
offices.

In this respect, student affairs fundraising, like higher education fundraising in
general, is a process that has distinct stages. In the first stag@s@G88uld develop
educational fundraising plans that place the student affairs fundraifangvathin the
contexts of the mission and values of the institution (Gold et al., 1993). In the second
stage, the CSAOQ, through relationship building, should have conversations with the
institution’s president and the CDO about the possibility of student affairs fumdraisi
and its value to the development unit and the Western University as a whole (Shay, 1984;
1993). In the third stage, the CSAO should apply strategic planning and management
techniques to student affairs fundraising and determine, with the help of the CDO,
whether the effort requires a centralized, decentralized, or hybrid modd|€Gall). In
the fourth stage, the CSAO should develop planning, or advisory, committees which are
composed of institutional stakeholders and donors, a strategy that many siiccessf
student affairs fundraising efforts have employed in the past (Jacksosl] &e@old,

1993). In the final stage, the CSAO, with the help of the CDO, other development staff
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members, and student affairs staff members, should learn about and follow a widely
accepted four-part fundraising model involving goal setting, donor research and
cultivation, solicitation, and stewardship (Shay, 1993; Terrell & Gold, 1993; Worth,
2002). This five-part recommendation from the literature of practice suggastgdle
actions on the part of CSAOs to create and sustain fundraising campaigns fonitseir
Second, many practitioners have agreed that successful student affairsiiugdra
efforts have been the result of effective teamwork among student affecey®tnd
development officers, presidents, academic officers, board of trustees, and other
institutional stakeholders (Fygetakis & Dalton, 1993; Gordon et al., 1993; Jackson, 2000;
Shay, 1984; 1993; Terrell & Gold, 1993). Practitioners have pointed out that student
affairs fundraising must be sanctioned by the president, members of the boasteaist
and the CDO before the activities can begin (Shay, 1993; Terrell & Goldtirohe
dissertation found that student affairs fundraising programs were often launthed at
request of the institution’s president (Kroll, 1991). Once the student affairs fungrais
campaign has been approved by the president, board of trustees, and CDO, most
practitioner-based studies on student affairs fundraising have identifieplenazit
officers and student affairs officers as the two key individuals in the higheatextuc
structure to create, manage, and sustain student affairs fundraising Sfay, 1984;
1993; Terrell & Gold). These two groups form the central relationship to &eitudent
affairs fundraising, according to most of the literature of practice (Sreayell & Gold;
Jackson; Schuh). One way of CSAOs and CDOs developing collaborative partnership is
through the formation and maturation of “formal lateral contact betweenaiigiads”

(Gordon, et al., p. 9). This relationship is vital for the student affairs fundraising
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campaign since, in the words of one president, a CSAO launching into fundraisihg effor
without the consent of the CDO is “doomed to more than failure” (Shay, 1993, p. 19).
Thus, teamwork among presidents, members of the board of trustees, CSAOs, and CDOS
are vital to the creation, management, and continuance of student affairs fogdrais

Last, practitioners have identified student affairs facilities and anagjthat have
received fundraising support in the past as well as likely donor groups to target for
cultivation and eventual solicitation (Jackson, 2000; Terrell & Gold, 1993). Thei&scili
that have been built through student affairs fundraising campaigns include studers ce
or student unions, residence halls, health centers, community service center, and
intercultural centers (Gordon et al., 1993; Jackson). The programs that have been
supported through student affairs fundraising campaigns include studenthgaders
programs, student scholarships, diversity programs, community service progahsi al
and other drug education programs, career education workshops, and summer internship
and mentor programs (Jackson; Terrell & Gold). These particular facdiie programs
are significant in guiding student affairs and development officers on prtjetisave
been successfully funded by student fundraising in the past. As such, they provide
guidance on the content of a comprehensive campaign for student affairs fundraising
(Worth, 2002, p. 399). Student affairs fundraising practitioners have also identified
prospects, or individuals who have potential interest in making a gift (Worth). These
targeted donors for student affairs fundraising include alumni who have paetitipat
student activities or served in paraprofessional staff positions, such as residistaff
members, parents of current or former students, corporations as sponsors and program

participants, and trustees, particularly those who serve on student life caamitte
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(Gordon et al.; Jackson). Therefore, practitioners have identified likelyiéscand
services as well as prospects to target for their fundraising oginspai

The literature of practice has demonstrated that collaboration, espaomlhg
CSAOs and CDQOs, is essential to the success of student affairs fundrédisitsg ef
Although research shows that student affairs and development office coilabdgat
crucial to the success of student affairs financing and fundraising, tla¢urgers
predicated primarily on practitioner-based articles and fails to inéodampirical
analysis of the strategies for the formation of these partnerships aepasatrch
universities.

Summary

This literature review examined the literature of practice andnedsea
collaboration between student affairs and development offices for the purposengf ra
voluntary funds for student affairs units. This section commenced with a discussion on
the existing barriers to forming student affairs and development offiaeepsinips
before examining the significance of these collaborative relationshipadeeising
success. Second, this section examined the barriers to creating thesshppsn€hen,
this section concluded by critiquing the facets of major empirical works on staften
fundraising activities that are relevant to this dissertation beforezamgtye major
recommendations on student affairs fundraising from the literature ofqaracti

Gap in the Literature

In order to establish the foundation for the study of student affairs and

development office partnerships at private research universities, this doapisred a

review of empirical and practitioner-based literature on student affésigon and
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organization, the history of the higher education fundraising profession, the loiktory
student affairs fundraising activities, and the current state of studains d&ffindraising
efforts and partnerships. This dissertation’s literature review explorse tbgics, their
connections, and corresponding research, and addressed the need for additachl rese
in these areas.

As demonstrated in this literature review, researchers have not yet full
investigated student affairs fundraising activities and development offiiedaration at
private research universities. Researchers and practitioners both heddaraddditional
information on student affairs fundraising strategies and a better understahttiag
nature of student affairs and development office relationships at private hesearc
universities. This dissertation’s research on student affairs fundraisthgee private
research universities will provide practitioners with empirical data on staffais
fundraising best practices. Furthermore, student affairs professionalsate pesearch
universities are seeking advice on how to introduce student affairs fundraisiatiyviesti
at their institutions or expand existing student affairs fundraising acsiviiiethe same
time, this dissertation fills a literature gap on the topic. Student affaganeh literature
has only eight empirical studies focusing on student affairs fundraisinge ©hthese
studies have produced data on student affairs fundraising at private researditi@siver
(Hillman, 2002; Rovig, 2009; Terrell et al., 1993). This study will enable studentsaffa
divisions at private research universities to have best practices and endgitacan
student affairs fundraising that may help them fund facilities, senacesprograms to
foster student academic and personal development that will benefit higher @ducati

institutions and their students.
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The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities vtissut
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. This study addregsspurpose through the
following questions:

1. How do student affairs and development offices define “successful” collairorati
in fundraising?
2. What strategies have student affairs practitioners and developmentsofisest

to create and sustain partnerships to successfully raise funds for studiesit aff

services, activities, and facilities?

3. How have student affairs officers established initiatives to raise fungdsuident
affairs services, activities, and facilities?

4. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?

5. How have student affairs officers with fundraising initiatives succeedeaving
student affairs services, activities, and facilities included amonguireal

fundraising priorities?
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CHAPTER 1l
METHODOLOGY

Scholars and practitioners have established the central role of studentaaifiairs
development unit collaboration in successful student affairs fundraising €fgdstakis
& Dalton, 1993; Gold et al., 1993; Gordon et al., 1993; Jablonski et al., 2008; Jackson,
2000; Penney & Rose, 2001; Rovig, 2009; Schuh, 2003; Shay, 1984; 1993; Smith et al.,
2008; Terrell & Gold, 1993; Terrell et al., 1993). The purpose of this study is torexami
the nature of the collaboration between student affairs and development units at privat
research universities with successful student affairs fundraisingsedfsing a qualitative
multiple-case study design with a social constructivist paradigm of inguigyproblem
of practice is that while facing difficult financial times, studentiegfdivisions and their
leaders are increasingly considering collaborating with developmec¢rsfiand other
institutional partners to raise funds for student services, activities, antidacttudent
affairs leaders, however, do not have tested strategies based on empirifzal matang
these decisions. The research problem addressed by the study is that, although the
literature suggests that student affairs and development office cotlabhasaoften a
crucial factor in the success of student affairs fundraising, the literigtpredicated
primarily on anecdotal evidence. This body of literature fails to include anieabpir
analysis of the strategies employed in the formation of successfenstaffairs
fundraising partnerships at private research universities. This chaptdisasthis
study’s research questions, paradigm of inquiry, research design, sitesele
instrumentation, data collection strategy, data analysis methods, datagiresqaan,

consideration of human participants, budget, and timeline.
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Paradigm of Inquiry

| selected social constructionism as the paradigm of inquiry. Social
constructionism emphasizes the ways individuals or groups construct, or make meaning
of, their individual or collective experiences (Berger & Luckmann, 1967; Crotty, 1998;
Merriam, 2002; Schwandt, 2001). Social constructionism also places great emphasis on
the ways social and cultural factors influence how individuals and groups petioeiv
experiences (Crotty; Schwandt).

| used social constructionism for two main reasons. First, | explored the ways
successful student affairs and development units and their staff memberseadtersic
each other to raise funds and how these individuals and groups made meaning of these
experiences. As a consequence, this study itself, which encompassed both indnddual
collective constructions of meaning, was predicated on a social constryzirasigm of
inquiry.

Second, | took a social constructivist approach rather than a positivist or
postpositivist approach for several reasons. Previously, six of the eight ehgbutias
on student affairs fundraising examined this research topic from positivist or
postpositivist paradigms of inquiry (Fygetakis, 1993; Hendrix-Kral, 1996; Hillman, 2004;
Murphy, 2007; Rovig, 2009; Terrell, et al., 1993). Two researchers used a social
constructivist paradigm of inquiry to examine this topic (Kroll, 1991; Schoenecke, 2005).
| applied social constructionism to provide additional, qualitative data to what is
primarily existing quantitative data on this topic. As a result, the applicatiasotial

constructivist paradigm of inquiry furnished an insightful means of studyiagdpic.
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Research Design

Following a qualitative research design, | gathered data at three pesaszch
universities using a multiple-case study format. This design was an dappFapre to
address the purpose of the study and the research questions.

Qualitative Research Design

A qualitative research design and its attributes formed the foundation for this
study. | selected this research design for two main reasons. Firsthtloata collected in
this study will be of great value to researchers and practitioners seskpigcal data on
student affairs fundraising. As detailed in Chapter 2 of this dissertatiaof, the eight
empirical studies on student affairs fundraising produced quantitative data. This
guantitative data has value, but lacks the nuanced, thick descriptions afforded by
gualitative research designs. For example, this study collected stsatadiew the
differing organizational cultures of student affairs and development units viegedto
produce successful student affairs fundraising initiatives. Qualitatieendéialso
provide insight into how, why, and in what ways student affairs and development units
collaborate to create and sustain successful fundraising initiatives. Asexjoence, this
study provided new insights into the student affairs fundraising process by adgling de
to the primarily quantitative literature on this topic (Mertens, 1998).

Second, the multifaceted interactions and processes involved in student affairs
fundraising were well-suited to the inductive nature of qualitative resdasiyns.
Researchers recommend employing qualitative designs when atteropiimggetrstand
complex phenomena (Glesne & Peshkin, 1992). For this reason, a qualitative research

design offered an effective method for examining the interaction of numerous staff

87



members from student affairs and development units as well as the many other
individuals who play a role in raising funds for student affairs activitilbs.rich,
detailed data collected will advance researchers’ and practitionergstanrtting of
student affairs fundraising activities at private research univetsitisummary, these
major attributes of qualitative research made the design an appropriate tme $tudy.
Case Study Design

Case studies investigate specific, or bounded, phenomena such as events, people,
processes, institutions, or social groups with complicated contexts and multipbdegaria
(Merriam, 2002; Stake, 1995; 1998; Yin, 1994; 2003). The three private research
universities’ student affairs fundraising activities over the last 14yeaned the
study’s bounds. These bounds along institutional lines were established because of the
differing organizational cultures surrounding the three institutions’ studemtsaff
fundraising initiatives, which made it difficult to generalize about this phenomenon
without recognizing the institutional contexts for these activities.

| selected a case study design for three main reasons. First, the h#tere o
research problem was multifaceted and the case study design lent itselfsuiedies
with many variables (Merriam, 1988; Yin, 1994; 2003). This examination of student
affairs fundraising activities at three institutions involved the inttise of many
variables. For example, staff interactions took place on the university-awasonal,
departmental, and individual levels. Furthermore, interactions occurred on rffangndi
levels in the organizational structure: between student affairs and deeelopfincers as

well as among student affairs and development support staff members.
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Second, case studies also produce detailed descriptions of phenomena (Merriam,
1988; Yin, 1994; Stake, 1995). This study on student affairs fundraising yielded valuable
findings for practitioners and researchers because many of the previaingdihave
furnished quantitative data. The data gathered on student affairs and developiment sta
member collaboration and their individual and collective perceptions of this phenomenon
within their institutional and organizational contexts will offer valuable métdron for
both practitioners and researchers to advance their understanding of stizgent af
fundraising.

Last, case study designs, in particular, are effective when there arestudied
phenomena (Merriam, 1988; Yin, 1994; 2003). As discussed in Chapter 2, student affairs
fundraising at private research universities had little, if any, éraptata based on a
gualitative research design. As under-studied phenomena, student affairs iiugdrais
activities at private research universities formed a topic that waeratsination
through a case study research design. Therefore, for these three readeoted a case
study research design for this dissertation.

Multiple-Case Study Design

| chose a multiple-case study design, involving the selection of three private
research institutions for the study’s sample, for two main reasons. Fggnutiiple-case
study design produced more data on this topic than a single-case study alone. This
additional data will assist practitioners and researchers in gaindey perspectives on
how these three higher education institutions conducted successful studesit affa

fundraising activities.
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Second, by comparing and contrasting student affairs fundraising efftrteat
institutions, the project provided comparative data that a single case aloth@acbul
furnish. These comparisons generated data that may be triangulated to preaide gr
confidence than findings from one site alone. At the same time, | seleted th
institutions to participate in the study to allow for a “thick” description ofstneent
affairs fundraising initiatives at each of the institutions (Geertz, 1973, Yit) more
than three institutions, the rich data and thick descriptions would be diluted. Because of
the unique nature of campus culture, a multiple-case study design allowed for an
exploration of how institutional and organizational cultures influenced collaborations
between student affairs and development officers. For these reasons, thie+oatie
study design, involving three participating institutions, was a suitable ressesign for
the topic.

This section established the qualitative multiple-case study design ldingdte
three levels of this research design. In closing, this section included a idiscafdsow
this research design was the appropriate one to apply to address the resetioeis ques
and the purpose of this study.

Theoretical Framework

Chaffee and Tierney’s (1988) three-part organizational culture model, which
updated Tierney’s (1988, p. 8) “Framework of Organizational Culture,” formed the
theoretical framework. The first part of this framework posits that higheragion
organizational culture has three general dimensions: (a) structure, (tonement, and
(c) values. The second part involves these three dimensions interacting througil a mod

of culture that has three major parts: (a) time, (b) space, and (c) coratramid he third
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part includes higher education leaders employing three different techtiquresture
and influence organizational culture” (Chaffee & Tierney, p. 22): (akstya(b) culture,
and (c) leadership.

Structural, Environmental, and Values Dimensions

In the first part of Chaffee and Tierney’s (1988) model, the foundational elements
include the structural, environmental, and values dimensions. The structural dmensi
refers to an organization conducting its activities through programmiog|, fesmd
governance structures. Examples of this dimension include reporting lines and
organizational structure and hierarchy. Student affairs fundraising and stfideatasand
development unit collaboration occur underneath the umbrella of institutional hiesarchie
and reporting lines. Interactions occurring between student affairs aridmleeat units
are also affected by governing boards, presidents, and other administrators.

The environmental dimension constitutes both the objective, physical
environment, and also the ways individuals in the organization understand and perceive
the organization and its environment, or the enacted environment (Chaffee & Tierney
1988; Tierney, 1988). One illustration of this dimension involves how macroeconomic
conditions can affect a higher education institution’s enrollment managememhpat
and finances. These financial conditions, as the literature shows (Donhatir&a6;

1980; Garland, 1985), often influence student affairs officers’ decisions to start
fundraising initiatives.

The values dimension embraces “beliefs, norms, and priorities held by members
of the institution” (Chaffee & Tierney, 1988, p. 20) as manifested in the orgamahti

mission and behavior of the organization’s leaders. This dimension is exhibited in a
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mission or value statement or a public address by an institutional or unit leadientSt
affairs fundraising communications, particularly case statements, @itgain mission
statements to provide compelling reasons for individuals to donate funds. Thus, Chaffee
and Tierney’s model superstructure involves the structural, environmental, and values
dimensions that all have relevance to understanding student affairs fundraising and t
collaboration between student affairs and development units.

Time, Space, and Communication

In the second part of the model, the three dimensions of structure, environment,
and values interact through a model of culture that has three major parispaoe, and
communication (Chaffee & Tierney, 1988; Tierney, 1988).

Time includes history, tradition, and habits (Chaffee & Tierney 1988; Tierney,
1988). An illustration of this theme is a saga, a legend that has become institutionalized
and may depict an interesting anecdote that led to the founding of an institutidq (Clar
1970; 1983; 1984). Student affairs fundraising and student affairs and development unit
interactions vary, in part, because each university has its unique campusandture
traditions that overarch these phenomena.

Space includes both physical and symbolic contexts for action (Chaffee &
Tierney 1988; Tierney, 1988). College campuses, including buildings, statues, and quads,
manifest this second theme. This study’s themes, particularly collabgrate also
influenced by the physical and symbolic space at each of the institutiosscdlspace
provides both opportunities and limitations for student affairs fundraising efforts. For
instance, many student affairs divisions raise funds by having donors purcimasg na

rights for campus residence halls or other buildings under their supervision.
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Communication is the major way that individuals understand and perceive the
world (Chaffee & Tierney 1988; Tierney, 1988). This final theme includes origtiermy
and electronic forms of communication. Communication between student affairs and
development units were manifested in such informal ways as email measdgrsuch
formal ways as case statements. Under this model, the three dimensionstofestr
environment, and values intersect within the overarching elements of time, @péce
communication.

Leadership Dimension

In the final part of this model, leaders affect culture, and, at the same titoee c
gives meaning to leadership (Chaffee & Tierney, 1988; Tierney, 1988). It is important
note the influence of individual agency in the leadership dimension and within the entire
framework, writ large. The goal of leaders is to have the organizationtdise,
environment, and values in a state of equilibrium which, according to Chaffee and
Tierney, is rarely, if ever, reached. In this final part of the model, lead®pkoy various
strategies to keep their institutions in equilibrium, which poses a “constalanded! for
leaders to improve their institutions (Chaffee & Tierney, p. 22). To do so, leaders
function within unique cultures that are affected by internal and externaidaceaders
also have the ability to influence these cultures through decision-making and other
decisive actions. Thus, this widely accepted model for understanding orgararati
culture took a multifaceted approach that includes three distinct parts for the
understanding of organizational culture and the ways internal and externa fatsoact

with each other in this framework.
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Justification for Theoretical Framework

Chaffee and Tierney’'s (1988) model was an appropriate theoretical foakntow
four main reasons. First, as indicated by the number of studies of higher education
institutions and organizational units that have used the model, Chaffee and Tierney’s
framework is a widely accepted and very frequently applied theory in heglieation
research. The framework has been applied to many different higher educationdans
(Beodeker, 2007; Kezar, 2003; Kezar & Eckel, 2002; Murphy, 2007; Schoenecke, 2005;
Scott, 2001). Studies on public and private universities, public and private colleges, and
community colleges have all used this framework (Beodeker; Kezaay IReEckel;
Murphy; Schoenecke; Scott). The model has also been used by qualitativelresseto
examine different higher education units, including student affairs, acadéuairs, and
development offices. Studies on student affairs, academic affairs, and develapitgent
have all used Chaffee and Tierney’s model or Tierney’s model as their tbaloret
framework (Beodeker; Kezar; Kezar & Eckel, Murphy; Schoenecket)Scot

Second, the framework’s flexibility allows it to be applied to institutions wit
differing campus cultures and institutional contexts. Although each of the imstguti
studied was a private research university, scholars have noted that institutorisavk
very divergent campus cultures even within the same Carnegie classifi¢atio &
Whitt, 1988). Accordingly, Chaffee and Tierney’s organizational culture model wa
useful in understanding the specific contexts for these three institutions\tsaiders
fundraising activities and collaborative relationships.

Third, this same flexibility enables Chaffee and Tierney’s (1988) fnarieto be

applied to many different higher education functional areas. Student afidirs
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development units, like other higher education divisions, have very different cultures
vocabularies, and missions (Kuh & Whitt, 1988; Terrell & Gold, 1993). Based on its
flexibility, Chaffee and Tierney’s model encompasses the nuances of tleeddferent
functional areas and the relationships between the two units and their leadeadfand st
members.

Last, Chaffee and Tierney’s (1988) model, which combines external factors,
internal factors, and leadership strategies, is relevant to this studgtspuAs discussed
in Chapter 1, external factors, such as higher education’s financial ¢leffets both
student affairs and development units and their collaborative relationshipscAsseid
in Chapters 1 and 2, internal factors, such as the differing student affdicdevelopment
vocabularies and cultures, also influence the collaborative relationships. Assaidan
Chapters 1 and 2, the leaders of the two units, the Chief Student Affairs GZf&0()
and Chief Development Officer (CDO), are key agents in the collaboratatenships
between student affairs and development units. Individual actions by these and other
individuals influence these interactions. For these reasons, | selectéeeCivaf
Tierney’s organizational culture model as the theoretical framework.

Research Questions

The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities veitissut
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry.

This study addresses this purpose through the following questions:
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1. How do student affairs and development offices define “successful” collairorati
in fundraising?

2. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships to successfully raise funds for student affa
services, activities, and facilities?

3. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?

4. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?

5. How have student affairs officers with fundraising initiatives succeedeaving
student affairs services, activities, and facilities included amonguireal
fundraising priorities?

Site Selection

Private research universities with student affairs and development unitsisieat
funds for student affairs services, activities, and facilities formedttidg’s population.
This population included higher education institutions classified by The Carnegie
Foundation for the Advancement of Teaching in 2008 as “Research Universities wit
very high research activity” (The Carnegie Foundation for the Advancem&rtiohing,
2008). In 2005, of the 96 research universities listed in this category, 33 were private
institutions (See Appendix C).

The study’s focus was on the private research institutions that belong to student
affairs and development professional associations (See Appendix D). OfginaldB

private universities in the “very high research activity” category in 2008, dituiiens
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did not belong to both a student affairs association and the development professional
association. This population of 27 institutions included institutional members of either or
both of the two national student affairs professional associations, the National
Association of Student Personnel Administrators (NASPA) and the Americamg€olle
Personnel Administration (ACPA), and the development professional association,
Council for the Advancement and Support of Education (CASE). | selected institutional
members of NASPA or ACPA to ensure that the institutions had student affas shati
managed student services and facilities. | chose institutional members BftGAS
guarantee that the institutions had development units that raised voluntary funds to
support institutional operations.

| selected private research universities with student affairs and developme
offices because this population had been studied in few quantitative studies and none of
the qualitative studies (Fygetakis, 1993; Hendrix-Kral, 1996; Hillman, 2004; Kroll, 1991;
Murphy, 2007; Rovig, 2009; Schoenecke, 2005). Following the recommendations of
gualitative and case study researchers, | decided to include three institutioastudy
to provide comparative case study data while collecting rich, qualitatisecdi:d for by
researchers and practitioners that would not be possible with a larger sarepleg|Cr
2005; Merriam, 1988; 2002; Miles & Huberman, 1994; Yin, 1994; 2003).

From the list of 27 universities, using purposeful and extreme case-sampling
strategies, | selected three private research universities witrsstudctudent affairs
fundraising efforts that have at least one full-time professional stafib@ededicated to
raising funds to support student affairs initiatives (Creswell, 2005; Maxi®@€lg; 2005;

Merriam, 1988; Yin, 1994; 2003). As a means of identifying participants, | followed
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extreme case-sampling strategies (Creswell; Merriam; Yirgewotify successful student
affairs fundraising programs. In this case, success, in fundraisingneasired in
dollars and cents. The student affairs fundraising programs in question must hexve rais
money from voluntary donations in the last year, and preferably over the |as5 e
most successful efforts were judged based on the ratio of the dollars raigetemdm
with the student affairs operating budget. Second, the staff membedporiies applied
because having a dedicated fundraising officer meant the presence of dedinatent
could be collected and interviews that could be staged to examine the topic.
Site Descriptions

| invited the institutions that had dedicated student affairs fundraising staff
members and had met or exceeded institutional and divisional student affairssingdrai
goals to participate in this study. Based on these two criteria, | selbrtedtivate
research universities as the sample. | masked the names of these wsversaspect
participant confidentiality. Each of the three universities employed-arful student
affairs fundraising officer at the time of this study and had raised conslieléuads in
the last 5 years, at a minimum, to support student affairs servicesiegacditd activities.
As such, these three institutions have been successful in student affairs i diradls
have allocated financial and human resources to support these specific fundraising
activities. In addition, all three of the institutions met or exceeded thaisstd unit and
institutional fundraising goals. All three of the targeted institutions paatied in the
study.

| invited the institutions that fulfilled these two sampling criteria to padie in

this study following a specific process in each case. First, | codtdteChief Student
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Affairs Officer (CSAQO) and Chief Development Officer (CDO) otleanstitution
individually by email messages and follow-up phone calls to discuss the resegech p
Second, during the discussions, | asked the CSAOs and CDOs whether they would be
interested in participating in this proposed study. Third, | sent each CSAO andrCDO a
email message detailing the project. After the officers reviewednioisnation, | spoke
with each individual to address any questions or concerns. Last, | asked the indigiduals t
sign and return an institutional consent form to confirm participation in this p{§eet
Appendix E). This institutional consent form included information on individual and
institutional confidentiality issues and was the means of verifying approvahtmence
the data collection at the individual institutions targeted for this stugyAgpendix F).
There are two major issues that may have interfered with the samplestiea
addressed proactively by the research design. First, | anticipatesbime universities’
student affairs and development officers had neither the time nor the interest to
participate in this study. Second, the nature of the student affairs and develapinent
relationship was, in some cases, marked by conflict, and participants wendingtta
disclose these issues to a researcher. To address these concerrisdlissteaational
members of student affairs and development associations. These institutior@mne
are typically willing to share best practices at national conferehakss protected the
identities of the institutions and individual participants by assigning pseudaioyeach
of the participating institutions. Furthermore, both student affairs and development
leaders completed the institutional consent forms to confirm their patitcipa
To address participant interest and enhance this study’s participationnnatde

personal contact with the CSAO and CDO of each institution initially and dftere

99



share the findings with these individuals so that they can use the information fo
continuous improvement efforts. In the end, these findings will help student affdirs
development officers work better together in the long term by identifyiategtes of
three successful collaborations. Documentation on in-person interview advanced
notification, introductory comments, institutional consent form, and responses to
anticipated resistance from prospective participants is also includedappbadix of
this paper to detail some of the processes for making initial contact with tlye stud
participants.

This study’s profiles of the three participating institutions are includé€hapter
4 of this dissertation.

Protocol

Using a qualitative multicase study research design, | collectedrdatgtiblic
and private documents, observations, and semistructured interviews. | also recorded
research procedures in personal subjectivity memorandums that served as taailaudit
(Creswell, 2005; Merriam, 1988; Mertens, 1998; Yin, 1994; 2003). This section will first
present The George Washington University’'s (GW'’s) Internal Review BtRB] (
procedures before detailing the protocols for collecting data and draftingtstibje
memorandums.
IRB Procedures

Before embarking on data collection, two important preparatory activiees w
completed. First, following Creswell’s (2005) standards for data collectiecured IRB
approval from The George Washington University (GW) for the project befotenovi

institutions to participate in this study. Second, once the IRB approval forneoesead,
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| contacted the institutional “gatekeepers” (this individual, acogrth Creswell (p.
209), provides “entrance to a site, helps researchers locate people, andnatbasts i
identification of places to study”) to invite the targeted institutions to gaatein this
study (See Appendix E for a copy of the Site Visit Proposal Letter Templdtese
gatekeepers were crucial individuals who facilitated the data colled¢teach of this
study’s sites. Following Creswell's (p. 209) model, | created a docuimettite
gatekeepers to serve as an introduction or a “calling card”: reason thaitiorstvas
selected as a site for the study, activities to be conducted at the site detigte that
this researcher will be present at the site, possibility that thisrceseavill be a
disruption at the site, how the data from the site will be used in the dissertation, and
benefits of the study for the host institution. Taken together, IRB approval and idie init
contact with institutional gatekeepers were the two important precuostbris study’s
data collection activities.
Document Analysis

Following the guidelines of qualitative researchers, both public records and
private documents were collected during the research process (Cr@6086llMerriam,
1988; Mertens, 1998). Throughout the research process, | wrote subjectivity
memorandums to serve as audit trails to document all phases of the projece(Cresw
Merriam; Mertens; Peshkin, 1988).

Public and private documents and subjectivity memorandumsd. collected
public and private documents to establish the institutional and divisional contexts for
student affairs fundraising activities at the three participatingutiens. Following the

guidance of qualitative researchers, documents offer insight into phenomena that
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researchers are not able to observe (Mertens, 1998). For example, documentsaseh as
statements, annual fundraising reports, and student affairs fundraisergimositi
descriptions were gathered to examine student affairs and development unit
collaboration.

Following the recommendation of noted qualitative researcher Alan Peshkin
(1988), | also established a series of subjectivity memorandums for the timserta
Throughout the project, at all stages, | wrote in a research journal thatedltketailed
instructions on this study’s research process and also my personaloefiextithe ways
bias and reflexivity affected this study (Peshkin). This research jounfialying the
recommendations of qualitative researchers (Maxwell, 2005; Peshkin), providessrea
with ample data to review a study’s document trail in order to judge the stuchfisy.

At the same time, this journal provides information for researchers to regheastudy
in another time and place (Maxwell; Peshkin). This research journal is inclutiesl i
appendix (See Appendix G).

| gathered a variety of documents relating to student affairs fundraigiedir$t
step in data collection was my searching for documents that had been posted oe the thre
institutions’ websites relating to institutional and unit missions, orgaarztstructures,
case statements, services, events, and programs. In particular, documedtsmptst
websites regarding student affairs fundraising activities wereeafapnterest. The
documents and records posted on these websites were public and available for inclusion.
Private records and documents from the major student affairs and developnoent offi

officials at the participating institutions were also gathered.
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Examples of documents of special importance to this study fell into four major
categories: human resources, financial records, external communicationgeamal |
communications. Human resource documents relating to student affairs fundraising
included such items as position descriptions of staff members responsiblsifay rai
student affairs funds and CSAO and CDO position descriptions that include roles and
responsibilities that reference student affairs fundraising or studems aifel
development unit collaboration. Financial records included such documents as those that
track fundraising revenue in support of student affairs activities and expenditards
relating to raising funds and staging donor programs and events. External
communications included such collateral as student affairs fundraisingateseents,
brochures, presentations, and materials. Internal communications included such
documents and records as agendas and minutes from student affairs and development unit
meetings, agreements between student affairs and development office units on
fundraising issues, and annual reports relating to student affairs fundraipitgeac
Therefore, four main document types were collected that addressed this giughgse
to examine student affairs and development office collaboration for the purposeéngf rais
funds for student affairs activities. In the process, | collected nmeuiplirces of evidence
and used documents as data sources to provide contextual information for this study. The
documents were also subjected to internal and external criticism duringetveennt
process to confirm their authenticity.

Document collection proceduresCreswell’s (2005) guidelines formed the main
document collection protocols. First, after performing an in-depth search of the thre

institutions’ websites, | collected documents based on the standard that the degaegbldr
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the study’s purpose. Second, | asked study participants, student affaessadind staff
members, development officers and staff members, and staff members tasgonsi
student affairs fundraising, for their ideas on additional documents thatelerant to
this study’s research questions. Following qualitative research protocol, the only
documents used in this study were those approved for inclusion by the documents’
owners (Creswell).

Observations

Using the guidelines of qualitative researchers, | conducted observatiamg duri
the three site visits to participating institutions (Creswell, 2005; Mer2802).
Observations were useful in examining the institutional cultures and stucserg affd
development subcultures as well as in documenting the behavior of participants,
particularly student affairs and development officers, and how they interactedastt
other. | took on the roles of a “participant observer” and a “nonparticipant observer”
when visiting campuses and offices (Creswell, pp. 211-212). To adhere to Creswell’s
guidelines, | changed “observational roles” to fit the situation at hand aedtedlldata
relevant to the study’s purpose (p. 212).

Observation procedures Creswell’s (2005) guidelines formed the basis for my
observation procedures at the three field sites. The observation procedures had three
parts: before the site visit, during the site visit, and after the site visit, piior to
visiting the site, | spoke with interviewees, particularly the CSAOgldpment officers,
and student affairs fundraisers, to determine what or whom to observe and the length of
time to conduct the observations (Creswell). Before the site visit, | edated an

“observational field notes” document (Creswell, p. 213). Using Creswell’s ideas on
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observation protocol (p. 213), | created a form to record and keep “field notes” (See
Appendix H). This form included a header with information about the date, time, place,
setting, and my role as an observer. Each page has two columns, one for notes that
describe activities and the other to collect my personal reflections during the
observations. Second, during the site visit, | adhered to Creswell’s stsdt@mgie
conducting field observations. | attempted to collect more than one observation during
each of the site visits (Creswell). During the observations, | attemptediin passive
and “unobtrusive” to avoid disrupting interactions at the field sites (Creswell, p. 214)
Last, after the observations, | thanked the participants for allowing nieséove the
activities. | also recorded reflective notes on the experiences toteolfegboughts on

the observations.

Interviews

At each of the three private research institutions participating in this, study
conducted semistructured, qualitative interviews with CSAOs and other stufdénst af
staff members, development officers serving as the main points of contdut &iutent
affairs unit, and the staff members directly responsible for studentsdtfadraising. |
selected these individuals because of their direct participation in the shfidnst
fundraising process.

Semistructured interviews provide flexibility by permitting the option of
departing from the interview script to talk about a topic of interest raiséieby
interviewee, in a process called probing (Creswell, 2005; Merriam, 198&rMe(998).
The related benefits of this interview format were that the researohlel “respond to

the situation at hand, to the emerging worldview of the respondent, and to new ideas on
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the topic” (Merriam, p. 74). In examining an under-studied topic in higher education
research literature, | used a semistructured interview format betauseided great
flexibility to address the research questions and collect rich data on arstundied
topic in higher education administration. Under a social constructivist paradigm
inquiry that values participant perceptions, these data were amenableréps#dihg
during semistructured interviews.

Description of interview protocol. The interview protocols for student affairs
and development and alumni affairs officers contained 13 open-ended questions. The
interview protocol for student affairs fundraisers contained 12 open-ended quéstions.
supplemented some of the questions with probe questions to elicit additional irdarmati
from interviewees on pertinent issues.

| based the interview protocols for this study on three major sourcesarfdasi
gualitative research recording templates (Creswell, 2005; Denzin & hin2003;
Patton, 1990); (b) the theoretical framework of this study (Chaffee & }iet®88;
Tierney, 1988); and (c) the six existing instruments in the student affairs ikingra
literature (Fygetakis, 1993; Hendrix-Kral, 1996; Hillman, 2004; Kroll, 1991; Murphy,
2007; Schoenecke, 2005).

First, | used a widely accepted qualitative research template dedddgpe
Creswell (2005) to create the framework for the interview protocols forttidg.sThe
interview-recording template for this study contained the instructiortedéanterview
and the specific questions to be addressed during the course of the interviewsl(Cres

The protocol documents also included, following Creswell’'s template, headers
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identifying this study’s title, names of the interviewer and intervieweenvi@w date,
and interview location.

Second, the theoretical framework of this study, Chaffee and Tierney’s
“Framework of Organizational Culture Model,” influenced the nature of theviater
protocol questions (Chaffee & Tierney, 1988; Tierney, 1988). Chaffee and Tierney’s
model, which has been applied in many organizational culture studies of higher
education, focuses on such issues as institutional hierarchy, structure, rclestiqes
of the institution’s internal and external environments, leadership approaches and
initiatives, and mission and case statements (Chaffee & Tierneygy)jesccordingly,
parts of this model also appeared in the interview protocols.

Last, of the eight differing instruments used in past studies on student affairs
fundraising, six are quantitative (Fygetakis, 1993; Hendrix-Kral, 1996; Hillman, 2004;
Murphy 2007; Rovig, 2009; Terrell et al., 1993), one is mixed-methods (Kroll, 1991),
and one is qualitative (Schoenecke, 2005). For this study, which employs a qualitative
research design with a social constructivist paradigm of inquiry, the most sisfies
were Kroll and Schoenecke because these studies also took qualitative ematked
approaches. The interview protocol questions related to specific questions in previous
studies are identified with an American Psychological Association (AR#&)on as a
source for that particular question.

Because of the differing nature of project participants’ positions, studamsaf
and development unit missions, and student affairs and development job responsibilities
and experiences, | followed Kroll's (1991) and Schoenecke’s (2005) formats. Threre we

separate protocols for (a) student affairs officers and staff men8m¥sAppendix 1); (b)
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development officers and staff members (See Appendix J); and (c) stafferse
responsible for student affairs fundraising (See Appendix K).

Crosswalk tables.Several crosswalk tables are included in the appendix that
illustrate the connections between each of the interview protocol questions and this
study’s research questions: (a) crosswalk table for the interview prédocblident
affairs officers and staff members (See Appendix L); (b) crogstable for the interview
protocol for development officers and staff members (See Appendix M); and (c)
crosswalk table for the interview protocol for staff members responsitétudent
affairs fundraising (See Appendix N). The intention of the crosswalk tatdestsow that
the interview protocols contained questions directly related to this studgaroh
guestions.

Validation of interview protocol. A panel of six experts reviewed the interview
protocols for content validity. This panel of experts included subject matteitexpe
student affairs and higher education fundraising. Another individual, a qualitative
researcher, was asked to review the interview protocol and provide comments. The
experts provided suggestions on the content of the interview protocols from their
standpoints as practitioners.

After the panel of experts reviewed the interview protocols for this study, a
student affairs practitioner and a development officer at The Georgewemshi
University (GW) participated in a pilot test of the interview questions ferstiady to
provide one additional level of validation. These two interviews were audio-relcande

served as pilot tests for this proposed project. The pilot tests helped determinergggch thi

108



as the length of time needed for the interviews and whether all of the lopesdidseen
covered in the interview protocol templates.

Expert reviews The two major categories of experts reviewing the interview
protocols for this study were student affairs and development professionalsuddret st
affairs professionals reviewing the study’s protocol were two individulatswork in
Student and Academic Support Services, The George Washington University's)(GW’
student affairs division. At the time of the reviews, both of these student affairs
professionals had over two decades of experience in the field. Furthermore, both
individuals partnered with colleagues in GW’s Development and Alumni Relations
Division on a variety of projects that link the two divisions.

The development professionals reviewing the study’s protocol were two
individuals who work in Development and Alumni Relations, GW's development
division. At the time of the review, each of the development professionals had dcquire
over a decade of experience in the field. Furthermore, related to the centraff tibyi
dissertations, three of the expert reviewers were responsible for raisoytb support
student affairs facilities and activities at GW. The limitation in theepaf experts is that
all of the individuals were affiliated with a single higher educationtutgin. The expert
reviews resulted in procedural and content-based edits to the interview protocols.

Field tests | conducted the field tests with a student affairs administrator and a
student affairs officer who once worked as a development officer. Thedsdfor this
study used the same procedures as those planned for the project. As such, the field tests
involved my following the specific interview protocols based on the individual roles of

the interviewee (i.e., student affairs or development officer). The studeins difactor
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field tested the student affairs officer interview protocol. The studentsa$taff member
who was a former development officer field tested the development offteeview
protocol. The 45-minute interviews were audio-recorded and interviewees cearplet
specific interview consent forms used in the study. | established 45 mindbes as
interview length to respect the busy schedules of study participants, dresera/as
ample time between interviews at site visits to travel to another meetiatgpoin, and
have a few minutes to debrief with interviewees following the interviews.

After the field test interviews, | debriefed with the intervieweeseteminine what
worked well and what could be improved for future interviews. These conversations
focused on the following items: (a) clarity of interview questions; (b) wé@bkevhich
guestions could be answered; and (c) important questions that were not asked during the
conversation.

The two field test participants judged the interview protocols and procedures to be
well-designed and the interview questions to be thorough. The participants, however,
raised logistical, mechanical, and content-based suggestions during théraghrie
reviewed these suggestions and edited the interview protocols for a second rolotd of pi
tests. This second series of tests determined that the number of intervieanguest
should be decreased to ensure the interviews lasted for roughly 45 minutes each.

After reflecting on the suggestions from the expert reviews and the fetdd ke
edited the interview protocols and also wrote a reflective memorandum to capture
specifics that | should remember when collecting the data for my disserfEhe

reflective memorandum is included in Appendix G. In summary, both the expert seview
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and the pilot tests produced valuable suggestions that helped me improve the data
collection procedures, especially the interview protocols.
Interview Procedures

Creswell’'s (2005) guidelines also formed the main interview protocols. This
dissertation used snowball sampling to ask study participants about other erperts
student affairs fundraising at their institutions who should be interviewed to provide
insight into the topic. The number of interviews conducted for this study was three per
site, for a total of nine interviews.

| followed data collection guidelines recommended by qualitative es&a@rto
conduct interviews with study participants (Creswell, 2005; Denzin & Lincoln, 2003;
Fontana & Frey, 2000; Patton, 1990). | was the only interviewer for the study, and |
conducted audiotaped, semistructured interviews that lasted an average of 45 minutes
following widely accepted guidelines for qualitative research (Crésiyehzin &
Lincoln; Patton).

There were two major parts to the interview procedures: the preinterview
logistical arrangements and the interview procedures. The preintengetids involved
two major actions. First, | identified the major participants at eaehrsédvance to
review and sign the informed consent forms prior to their participating in theiavs.

In advance of each of the interviews, each interviewee reviewed and signetbfaned
consent form” (Creswell, 2005, p. 218). When scheduling the interviews, | emailed
copies of the interview consent form to the interviewees (See Appendix O). The
interviewees were notified in writing and by phone that the interviews were to be

audiotaped and later transcribed. At the interview, | reminded the interg@ide
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consent form’s contents and that the interviews were recorded and laterithesthscr
Second, each of the recorded interviews for this study, with three exceptions, was
conducted in person rather than by telephone. The interviews were conducted & privat
offices. These in-person interviews had the benefit of allowing the intemnviewead

body language and facial expressions. | took brief notes during each oktiveeins to
capture the major themes and to serve as contingencies in case the recordingréquipm
malfunctioned. Thus, the preinterview logistics included my preparatonkd taped,
in-person interviews.

The interview procedures included an introduction, the main body, and the
conclusion. At the commencement of the interview, | thanked the intervieweésifor t
participation and established the initial rapport with the interviewees. fBh@dirt of the
interview incorporated the following items: the purpose of this study, dd@ ¢ollected
for this study, actions to protect interviewee confidentiality, and the lengitm@for the
interview (Creswell, 2005). During the course of the interview, if there wasmda
have the interviewee elaborate on issues or ideas raised, | asked probiiogps|te@st
explore a topic of interest (Creswell). At the conclusion of each intervithanked each
participant for participating in the study and asked whether the intervisagwilling to
have a follow-up conversation if there were factual or spelling issues thatdanasg the
transcription process.

| solicited participant assistance to perform reviews of interviewdrguts to
correct any errors in transcription (Creswell, 2005; Merriam, 1998; 2002digital
audio recorder was stored in a secure location before the recording was dowrdaaded t

secure computer’s hard drive (Creswell, Merriam). | copied eachdiagao a flash
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drive and stored the computer files in two separate, secure locations.eldseaahn
interview transcript on a password-protected, encrypted hard drive ofcaglers
computer. | personally transcribed the interviews. The interview proceitheresore
adhered to qualitative research guidelines to ensure the confidentialiigpf st

participants, preserve data integrity, and foster a high degree of aquatitpl.

Data Management

| followed commonly accepted data management guidelines recommended by
gualitative researchers (Creswell, 2005; Miles & Huberman, 1994). | took special
precautions to prepare the data for analysis, ensure data integrity, amd pasj@pant
confidentiality. The four major data sources—documents, interviews, observations, and
memorandums—each required distinct data management procedures. In edch case,
masked the names of institutions and individuals to protect their identities.

Each document was inspected prior to the data analysis stage to ensure its
relevance and accuracy using Merriam'’s (1998) checklist for document acitlgehti
judged the relevance of the documents by determining whether the data h&dressheta
to the research questions and study’s purpose. | determined the accuracy of the
documents by comparing the document with the content of the observations, interviews,
and other documents collected for the study. Following Creswell’s (2005)
recommendations, | scanned each document into a password-protected database and the
hard copies of the documents were stored in a secure location and shredded after the

study’s completion. | used this database to store the documents and personal
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memorandums created as an audit trail. This database protected the participants
identities while providing a means for organizing the documents for data analysi

| also created a form on which to record my personal thoughts on subjectivity
issues throughout the research process. The form included a header with information
about the date, time, place, and topic covered in the memorandum. These memorandums
are collected in the appendix (See Appendix G).

Following Creswell's guidelines (2005), | transcribed each of the audiotaped
interviews in a specific, standardized format. To immerse myself in thel daascribed
the interviews. There were two-inch margins on each side of the document and separate
fields for interview questions and interviewees’ responses. Each document hdéra hea
with the date, location, and participant’s name. All words, pauses, or sounds were
transcribed carefully and accurately. Interviewees were invited ticipate in member
checks of interview transcripts to ensure that the transcription procesatatycur
reflected the conversations. Interviewees were permitted to consentiaspellings or
factual errors, but were not allowed to otherwise change the content of the traifscript
there were words or names that were not easily deciphered from the intepesyit
contacted interviewees to discuss these parts of the interviews. Each of themtscum
and transcripts from the interviews was stored in a secure location to protegbgat
confidentiality and ensure data integrity.

Data Analysis Method and Strategies

Following the recommendations of qualitative researchers, | conducted data

analysis “simultaneously” with data collection (Creswell, 1994, p. 153; Merriam).1988

The data collected were individually reviewed, coded, and collapsed following open and
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axial coding techniques (Creswell, 2005; Miles & Huberman, 1994; Strauss & Corbin,
1998). The overall coding procedures, following widely accepted practices itatjual
research, involved the three within-case analyses occurring beforesksecasse analysis
commenced (Creswell, 2005; Miles & Huberman).
Data Analysis

| based the data analysis guidelines on the common standards established by
gualitative and case study researchers for open and axial coding (Coffeyn&aktki
1996; Creswell, 2005; Glaser & Strauss, 1967; Merriam, 1988; Miles & Huberman, 1994;
Strauss & Corbin, 1998; Yin, 1994). The overall goal for data analysis was to approach
what Coffey and Atkinson (p. 16) have called the qualitative standard of “thick &rialys
which derives from Geertz’s (1973) “thick description” qualitative reseidez. Thick
analysis involves capturing the nuances and essence of the data to produce fiatlings t
address the research questions in a robust manner.

| hand-analyzed the data. This procedure conformed with Creswell’s (2005)
guideline that data should be analyzed by hand, rather than by computer, if the volume of
documents, including interview transcripts, does not exceed 500 pages. The data
collected did not exceed this limit. This procedure also followed the recomtizenof
gualitative researcher Travis Wright, Assistant Professor of EduckiResaarch at The
George Washington University, who noted that hand analysis of data increases a
researcher’'s engagement with and knowledge of the data collected in gssdyal
communication, March 3, 2008).

| followed the commonly accepted practice in qualitative research that data

analysis should occur at the same time as data collection (Coffey & Atkinson, 1996;
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Creswell, 2005; Maxwell, 2005; Mertens, 1998). As the documents were collected and
the interviews and observations were conducted, | organized the data intoiesiegok
notes, and wrote memorandums to document ideas and emerging themes. Initially, the
data were organized into specific categories that relate to the reseastibrigl The two
major groupings were student affairs and development office collaboratiorudedtst
affairs fundraising practices. These categories were subjectrigesHaased on the
content of the data collected. Furthermore, interview questions were edited for
subsequent discussions and to reflect the content of these preliminary @inalyske
interviews’ content.

Coding, which has been defined by Creswell (2005) as “the process of
segmenting and labeling the data,” formed the central data analysesipre (p. 237).
The basic procedures for coding featured the following stages for each doeamtient
interview transcript collected: (a) understanding the data on the wholeyi@indidata
into codes, based on the emerging themes from the data; (c) examining the codes for
overlapping themes; and (d) collapsing the codes into larger, global therasw¢(l;
Merriam, 1988; Miles & Huberman, 1994; Yin, 1994).

Within-case analysis| pursued within-case analysis guidelines as the initial step
in data analysis before turning to the cross-case analysis (Miles &rHabgel1994;
Merriam, 1988). To pursue the initial stage of within-case analysis,ctedlene
document, observation memorandum, or interview transcript to begin the data analysis
process.

This four-step process followed open coding procedures (Creswell, 2005; Strauss

& Corbin, 1998). First, | read a specific document, without attempting to codda gzt
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a sense of the document’s content. Second, after the first reading, | revisgaththe
document and the coding process began by my labeling segments of data with words or
phrases to capture the theme of the individual word, phrase, sentence, or paragraph.
Special attention was given to the content that related to the researchrpudster
completing this first document, a list of all of the codes handwritten on the document was
compiled and typed into an electronic document. Third, after the first document was
coded, another document was coded, the list of codes was updated, and the process was
repeated for each document associated with that case. Last, once all of therdsdad
been coded and listed, | reduced this list of codes to five to seven larger themes or
categories. | used axial coding techniques to identify a central themeamaets
relationship to all the other themes emerging during the open coding procaasg Str
Corbin, 1998). At this point, | revisited the research questions to determine whetser | w
asking the right questions to understand the topic. Furthermore, additionathesear
guestions and subquestions also arose from the data.

Once | identified these larger themes in the first case study’s do@ment
interview transcripts, observations, and memorandums, | conducted the individuad withi
case analyses of the other two cases in the same fashion as the fetidyass a
concluding action, following Yin’s (1994) recommendation, | wrote the reporesafcin
of the cases independently of each other. Thus, the first overall step involved my
performing within-case analyses for each of the three cases and $iggingrated for
these three individual cases.

Cross-case analysiAfter the within-case analyses were completed, | began

cross-case data analysis (Creswell, 2005; Merriam, 1988; Miles & Huberman, 1994;
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Ragin, 1987; Yin, 1994). During the first stage of cross-case analysigwéallRagin’s
comparative method, which involves looking for similarities and disparities among the
cases. | used axial coding procedures to note the commonalities and contradictions
among the three cases’ themes (Strauss & Corbin, 1998). Outcomes and cagsdbacr
three sites were compared and contrasted. After these cross-caseshatybeen
completed, | followed Yin’s (1994) procedures by (a) drawing cross-case donslu®)
modifying findings if necessary, and (c) writing the cross-casettdderriam has
observed that cross-case analysis is, by and large, very similar to-ea#@ranalysis,
only that the data analysis occurs across three different sites. Therefundutted a
cross-case analysis after the three within-case analysespamts fer these case studies
had been completed.

Data Display

| used a series of matrices and figures to organize the data for analysis, and
subsequently report the findings in Chapters 4 and 5. Following widely accepted
gualitative case study research standards, | created within-casesswd&se data
displays to preserve the integrity of the three institutions’ individual casiés w
comparing and contrasting findings across each of these three sites&Mildserman,
1994).

First, the comparative contextual information for each of the three institutasns
presented in a demographic table, as recommended by Creswell (2005). keprésent
table so that the pertinent demographic information, such as enrollments, endowments,
operating budgets, campus size and location, and other information, could be compared

and contrasted across the cases. | also created a table with specifiaiitioron the
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student affairs units of each institution, including reporting structures, numbaffof st
members, and number of student organizations to supply the reader with background
information on the student affairs division.

Second, a second series of charts compared and contrasted the demographic data
and histories of the three student affairs fundraising initiatives. Onectaieared
general demographic information across the three cases. The other tademntgul the
stages of each institution’s student affairs fundraising history to point out hasv thes
initiatives evolved in differing fashions. Therefore, a variety of data digtategies
were used as tools to analyze the data and later to visually represémditigesf

Limitations

There are three major limitations to this study. The first limitationnlerent
and unavoidable one in any qualitative research study, involves the individual
researcher’s biases and subjectivity (Merriam, 1988; Peshkin, 1988). Theheseasc
many studies have mentioned, is the primary tool for data collection and primary
instrument in qualitative studies (Creswell, 1998; 2005; Glesne & Peshkin, 1992;
Merriam). With the researcher having so much control over the data in qualitat
projects, researcher bias poses a threat to the quality of such studieprébepes were
applicable to this study and my status as a researcher, too. Under this siady’s s
constructivist paradigm of inquiry, | viewed subjectivity as being an indeitzart of the
research process (Peshkin). | attempted to manage these bias threatslbgingrfour
specific quality assurance measures. First, | wrote subjectivity macthore at all points
of the research process, and have included these documents in Appendix G. Second, |

invited participants to check transcripts in case there were factuesigsat needed to be
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corrected. Third, | asked a colleague for assistance in reviewingansctipts, codes,
and findings to ensure that there was a logical progression from the data to the
conclusions. Last, this study included extensive audit trail and subjectivitpraedums
to enable researchers and readers to judge whether the conclusions were reasesable

The second limitation involved participant reflexivity (Creswell, 2005; Metria
1988). These limitations were minimized by my assigning the participatstitutions
pseudonyms and masking the identities of individuals participating in the studly. In al
instances, | excluded information that would identify institutions or individualfAhe
invitation letters and consent forms emphasized this practice of keepingtiosstand
individuals confidential during the course of the study.

The third limitation, relating to the reliability of this study, was tihat study
cannot be replicated “exactly in another context” (Creswell, 2005, p. 159). Due totthe fac
that contextual factors, such as campus and organizational cultures, pipyechsit
roles in this study, it will be very difficult to replicate this study in anotimee and
place. | have, however, included detailed information on this study’s design, data, and
findings to assist future scholars who would like to design similar studies ferectitf
contexts. Therefore, there are three major limitations to this studganeh design. |
addressed these limitations, however, by implementing quality control and yeoacti
measures that were part of the verification procedures.

Verification Procedures

As verification procedures, | employed strategies recommended biatjuali

researchers to address internal validity and external validity isstesn€ll, 2005;

Lincoln & Guba, 1985; Merriam, 2002; Yin, 1994). | followed four commonly accepted
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gualitative research strategies to heighten the internal validity of taedalysis
processes: triangulation, member checks, peer debriefing, and negativeatgsis a
(Creswell; Lincoln & Guba; Merriam; Yin). Furthermore, | alsddoved commonly
accepted strategies relating to addressing external validitysi§Sueswell; Lincoln &
Guba; Merriam; Yin). Taken together, these strategies ensured thaterches
procedures produced accurate findings.
Internal Validity Strategies

The first strategy, triangulation, which forms the central standardfableshing
credibility in qualitative research, is defined as “checking informationhthsibeen
collected from different sources or methods for consistency across wlifsenarces of
data” (Mertens, 1998, p. 183). The chief purpose of triangulation is to view a
phenomenon from “more than one vantage point” (Schwandt, 2001, p. 163) using more
than one data set, theory, and model (Yin, 1994).

| used data triangulation to produce this dissertation’s findings. First| use
triangulation of method, or multiple sources of evidence, primarily documents,
observations, and interviews. Second, | also used triangulation of sourcesffeventli
individuals, offices, and institutions to produce both within-case and cross-casgdindin
Last, | followed Patton’s (1990) triangulation prescriptions. This involved congpari
data gathered during interviews with data collected from documents and olosevati
comparing participants’ public and private statements, checking the emicyigh
participants’ statements over time, and analyzing participants’ opinioredevamnt topics
that include differing perspectives and viewpoints based on their roles in studest aff

fundraising. Thus, | used data triangulation techniques as the central valistasitegy.
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The second strategy, member checks, involved the review of the data collected
with study participants to correct any errors in transcription or inaciesran the
documents collected (Lincoln & Guba, 1985; Merriam, 1988). | followed member check
protocols to ensure the accuracy of the transcripts and authenticity of the descume
collected (Creswell, 2005; Merriam). First, immediately after tiberviews were
transcribed, | contacted interviewees to correct any questionable umaieas or words
in their respective interview transcripts. Second, after documents wexeted|||
consulted with major study participants on whether there were additional dosument
relevant to the study that they would be willing to share, and to guaranteeethat t
documents collected were the most current ones.

The third strategy, peer review, called for the researcher to enligdiséaace of
colleagues to review and provide comments on the research design, data colleetion, dat
analysis, and data reporting of a study (Creswell, 1994; Maxwell, 2005; MeR(42).
Peer review features reflective conversations on procedural matteedlas in-depth
reflections on political and ethical issues that arise during the courstuafya
(Schwandt, 2001). Two colleagues of mine assisted in the pretesting of thmardtby
participating in interviews using the main protocols. | also enlisted theaas®f a
trusted colleague to discuss political and ethical issues that arose dercautse of the
study.

The final strategy, negative case analysis, involves the researahigtyidg and
including data that cannot be explained in a study and which, at times, contitzelicts
overall findings of a study (Maxwell, 2005). Researchers recommend that both

supporting and contradictory data be presented in studies to enable readers and other
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reviewers to make judgments on the appropriateness of the findings (Maxwell). |
followed this strategy by presenting both corresponding and discrepant data.
Furthermore, | also had a peer review the findings to determine whetheschepent
data places the conclusions in doubt (Maxwell).

External Validity Strategies

According to qualitative researchers, external validity, or gezatality, is
limited in qualitative studies (Creswell, 1994; Merriam, 2002). To address téraaix
validity issues, | used two main strategies (Creswell). The firdegiravas my stating
that the intention of my dissertation was not to enable other researchers ditidmees
to generalize the findings to other cases, but to read about three unique studsnt affai
fundraising efforts. The second strategy was my being clear to s¢hdéthis could not
be replicated in another context (Creswell). | provided very detailed infiomt
methods so that readers could make their own decisions about the accuracy of the
findings and the applicability of the findings to other situations.

In conclusion, this section has detailed the verification procedures featuring the
internal and external validity strategies. The overall goals of theseisti@sresearch
process were to ensure data integrity, respect participant confidgnéatl approach the
gualitative research standard of “thick analysis” (Coffey & Atkinson, 1996, p. 16).

Human Subjects and Ethical Issues
This section confirms the Human Subjects / Internal Review Board (IRB)

documentation and discusses the major ethical issues associated with the study
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This dissertation received IRB-exempt approval from The George Washington
University on November 24, 2008, and was assigned IRB #110803 by GW’s IRB (See
Appendix P: IRB Form).

Similar to any study, there were ethical issues associated withgbestdition.
There were four main issues that arose: (a) the possible trauma that nughsée by
the data collection procedures of this study; (b) the possible harm that might &é& lopus
revealing the names of participating institutions and individuals interviewveti$
study; (c) copyright and plagiarism issues, particularly the use ofjpieinstruments to
create the interview protocol for this study; and (d) the threat of reseénaingin
collecting and analyzing data and reporting the study’s results.

To address the first ethical issue, student affairs fundraising and the topics
explored in this study did not cause trauma among study participants. The tdiig itse
related to professional best practices and has few, if any, emotional or persona
repercussions for participants. The study’s participants were sengraldwinistrators
who have typically served in higher education positions for decades, so power
relationships did not pose an issue.

The second ethical issue, revealing the names of the institutions and thesglenti
of the participants, posed a more viable issue for this study. The small numbertand hig
profile nature of participants made confidentiality difficult becauseynmathe
development and student affairs professions are familiar with the leadenetha
interviewed for this study. | addressed the threats associated withsthesoig masking

the identities of individual participants and participating institutions. Intiadli
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participants’ responses, whenever possible, were reported in aggregate amdgethefna
interviewees were masked in the study.

The third ethical category, plagiarism, including copyright infringemeas, w
managed by my adapting existing instruments used to examine student affamssfogdr
for this project and specifying the particular sources for the interview qnestnd
template.

The final threat, researcher fraud, was neutralized by two measuredithat f
best practices in qualitative research (Creswell, 2005; Denzin & Lincoln, 2G8&aM,
2003). The first measure was my requesting that study participantsnpentEmber
checks of interview transcripts. Member checks corrected factual isstiesog@during
the interviews. The second measure was peer review at all stages of dhehrpsecess.
In addition to the pilot interviews with peers, a peer reviewed the data, codes, and
preliminary findings to ensure that the conclusions reached were congrueritedidita
collected. In closing, | took measures to minimize the risks to participduites w
collecting rich data forming an audit trail for others.

Project Budget

Based on the interview procedures and the three institutions selected for this
study, there will be estimated costs of $2,880 associated with the data@okext
analysis. These costs are detailed in Appendix Q.

Timeline for the Project

The timeline for this dissertation is included as Appendix R.
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CHAPTER IV
PROFILES OF PARTICIPATING INSTITUTIONS
Introduction
The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities veitissut
student affairs fundraising efforts, using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. The problem of practice is thaevduing
difficult financial times, student affairs divisions and their leadersnareasingly
considering collaborating with development officers and other institutional pattne
raise funds for student services, activities, and facilities. Studensd#aders, however,
do not have proven strategies based on empirical data to make these decisions. The
research problem addressed by the study is that, although research shawdedhat s
affairs and development office collaboration is often a crucial factbeisuccess of
student affairs fundraising, the literature is predicated primarily artipoaer-based
articles. This body of literature fails to include an empirical analydiseo$trategies
employed in the formation of successful student affairs fundraising pelripgat private
research universities. This dissertation studies this gap in thealeseznature.
| collected data in three main ways. First, | interviewed particgpdoifowing the
plan set forth in Chapter 3, including each institution’s CSAO, primary development
point of contact for student affairs fundraising, and student affairs fundr@ssond, |
conducted observations at all three institutions, including tours of campus led by
admissions staff members, environmental scans relating to fundraising and attadent

facilities and activities, and visits to each institution’s student affasidavelopment
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offices. Last, | collected and analyzed documents relating to studans &ffadraising
and the student affairs and development units and overall organizational cultule at ea
institution (See Appendix S).

Chapter 4 presents individual and comparative profiles of the three pantigipat
institutions. Findings specific to the institutions participating in the studyowil
presented in Chapters 5, 6, and 7 before turning, in Chapter 8, to a comparison of the
three institutions’ student affairs fundraising practices. Chapter 9uetcthis study
with a discussion of the implications of the findings.

Overview of the Profiles of Participating Institutions

| masked the identities of the three participating institutions and assigned
pseudonyms—Western University, Southern University, and Eastern Univetsitiie
three respective universities. All three private research universitiestern
University,” “Southern University,” and “Eastern University,” were amo$o participate
because they, at the time of the site visits, were institutional membarieatt one of
two of the student affairs associations, ACPA and NASPA, and the development
association CASE. Also, the three institutions have all had successful sitfdeat
fundraising records over the last 5 years at a minimum, and have at leadt-ome
professional staff member dedicated to raising funds to support studentadtairtses,
programs, and facilities.

In addition, the three universities were selected because of their statisates
institutions with successful fundraising and alumni engagement recordsakidstailed
in Chapter 2, an examination of student affairs fundraising at privateifitstg was

needed to fill the literature gap. Second, these three studies provided additional insight
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into student affairs fundraising practices at private institutions thatleégaeies of
successful overall fundraising and alumni engagement practices. Althoughpuaidic
institutions have stepped up their fundraising efforts in recent years, priseseaie
universities still dominate the top higher education fundraisers. In 2008, eighttopthe
10 fundraising institutions in total dollars raised over that year were @uvatersities
(Council for Aid to Education, 2009a). Moreover, the participating institutions @ll ha
successful student affairs fundraising, overall institutional fundraisimhaumni
engagement records. In 2008, each of the three participating institutions wasthenong
top 20 higher education fundraisers in total dollars raised over that year (GouAdl
to Education). In addition, from 1995 to 2009, each of the three institutions had raised
millions of dollars for student affairs facilities, projects, and activili@2008, the three
universities were also listed among the top institutions nationally in the agiaung rate
among their alumni (“America’s Best Colleges,” 2009). These successtulds made
the three institutions compelling and useful case studies to add to and fill alyap in t
student affairs fundraising literature.

This section presents individual profiles of the three institutions before turning to
a comparison of the three institutions. This section and the following chapteestotee
profiles and case studies in chronological order, based on the dates of the indivadual sit
Visits.
Western University’s Profile: From Local to Global

To provide context for Western University’s case study report, this section
establishes background information on the private research university’s founding,

organization, location, mission, enroliment, and student and alumni charazgeristi
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In over 125 years in existence, Western University’s organizatianatste has
been marked by rapid growth. Western University, according to a factpgistet on the
university's website, has expanded its teaching ranks from 10 individutdd@inding
to over 3,200 faculty members at the time of the site visit; in that same time, the
enrollment increased from 53 to over 33,500 students. Established originallpash li
arts college, Western University, at the time of this study, was one afatied
comprehensive private research universities in the world, with 19 schools, a 865 bi
endowment (as of June 2008), and an annual operating budget of $2.0 billion in
expenditures.

Environmentally, Western University is situated on over 300 acres in a layge cit
on the West Coast of the United States. Palm trees, tropical flora, and fouatairtté
academic buildings on campus. This location ties the university to the surrounding
community, a city of over 3.8 million people as well as the Pacific Rim, a regstg ea
accessible from this city by air.

The values articulated in Western University’s mission statemdrfocakervice
to the city, region, and world. The overall mission, amended in 1993, calls for service to
society through the “cultivation and enrichment of the human mind and spirit.” The
primary activities to fulfill this mission include teaching, researcHistar creation,” and
service. The student experience expressed in the mission emphasizesigcade
professional, extracurricular and athletic programs.” The missienstat’s values are
fourfold: orientation toward both research and teaching, acceptance of diversity,
emphasis on alumni support and lifelong affinity, and participation in public service on

the local, regional, and global levels.
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Western University’s student and alumni population reflect its location in a
cosmopolitan setting and identity as a private research university. Wesigarsity’'s
strategic plan mentions in the first paragraph that the university’s intarabstudent
population is among the highest in the United States, and represents over 100 nations. |
2008, Western University's 33,500 students were divided almost evenly between
undergraduate students (16,500) and graduate students (17,000). Western University’s
undergraduate tuition in 2009/2010 of $36,700 places it in line with the highest tuitions in
the state and region. The cost of tuition, however, is comparable to other institutions
nationally within that same Carnegie classification (he Carnegiedation for the
Advancement of Teaching, 2008). Western University also spent over $300 million in
2008/2009 on financial aid grants to further support student access.

Western University draws a talented student body. Outside of the classroom,
Western University students may choose from among 700 approved student
organizations. Once they graduate, many students opt to stay on the West Coast, with
over 75% of Western University's alumni living in the region. Many alumni, moreover
stay involved with the university by volunteering, donating money, or attending gportin
events, especially football games played in a stadium with over 90,000 seats.18®ve
years, Western University transformed from an institution with a focails to one with a
global viewpoint and from a liberal arts college to a comprehensive chagaversity.

Demographic and background information on Western University is collected in Table 1.
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Table 1

Western University: Demographic and Background Information

Category Information

Location West Coast

Affiliation Private

Carnegie Classification (2009) Large Research University

Very High Research Activity
Dates of Site Visit March 15, 2009, and March 16, 2009
University Budget (2008/2009 fiscal)$2.0 billion

Undergraduate Enroliment (Fall 2008) 16,500

Graduate Enroliment (Fall 2008) 17,000
Endowment (June 2008) $3.65 bhillion
Tuition (2009/2010) $37,700

Southern University’s Profile: Value of a Transformative Gift
To provide context for Southern University’s case study report, this section
establishes background information on the private research university’s founding,
organization, location, mission, enrollment, and alumni and student characteristics.
With its original mission to provide an education for ministers of the region when

it was founded as a normal school in the first quarter of the 19th century, Southern
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University has made a remarkable conversion into a leading researchitynoxgsthe

course of the 20th century. This change in mission was the result of a malpyr @ift

wealthy family in the early 20th century. Bolstered by the large endowiSeuathern
University moved to a larger campus in the 1920s and had, by 2009, expanded to over
220 buildings and over 30,000 employees, including 1,700 faculty members. Established
originally as a liberal arts college, Southern University, at the time oftilnily, was

among the leading private research universities in the world, with nine schools, a $6.0
billion endowment (as of June 2008), and an annual operating budget of $3.7 billion in
expenditures.

Environmentally, Southern University is situated on over 1,400 acres on the
outskirts of a small city in the Southeastern United States. Magnolia and dogeesd tr
and lush gardens border the Gothic-style academic buildings on Southern University’s
campus. This location is in a small city of over 250,000 people in an area that has grown
in recent decades due to the banking and biotechnology industries.

The values articulated in Southern University’s mission statement emphasize
liberal education for undergraduates and professional and graduate edugdifelohg
learners. The mission, amended in 2001, calls for inside- and outside-of-the-classroom
education. The primary activities to fulfill this mission include teachiegearch, and
service. The student experience articulated in the mission emphasizZesséipo
leadership, citizenship, and public service. The values contained in the mission are
threefold: acceptance of diversity, participation in public service on thke tegenal,

and global levels, and a “commitment to learning, freedom, and truth.”
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Southern University’s student and alumni population reflect a private research
university with national recognition and reach. This was evidenced by, in 2008, over 85%
of Southern University’s students coming from outside of the university’s statiee A
same time, in 2008, over 85% of Southern University’s alumni resided out of state
(Southern University’'s CSAO, personal communication, March 23, 2009). In addition, all
50 states and over 100 nations are represented among Southern University’s student
enrollment. In 2008, Southern University's 13,450 students were divided almost evenly
between undergraduate students (6,340) and graduate students (7,110). Southern
University’s undergraduate tuition of $39,075 places it among the highest in the state and
region. The cost of tuition, however, is among the tuition levels of the privatealesear
universities within the same Carnegie classification (the Carfegiedation for the
Advancement of Teaching, 2008). In 2008, Southern University successfully
accomplished a $300 million fundraising goal to support financial aid merit-based
scholarships to address student financial access issues. In over 170 years) Souther
University transformed from a normal school whose mission was to educateermsinis
the region to a comprehensive research university attracting studentslforthalstates
and from around the world. Demographic and background information on Southern

University is collected in Table 2.
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Table 2

Southern University: Demographic and Background Information

Category Information
Location Southeast
Affiliation Private

Carnegie Classification

Dates of Site Visit

University Budget (2008/2009 expenditures)
Undergraduate Enroliment (Fall 2008)
Graduate Enroliment (Fall 2008)
Endowment (June 2008)

Tuition (2009/2010)

Large Research University
Very High Research Activity

March 15, 2009, and March 16, 2009

$3.7 billion
6,340
7,117
$6.0 billion
$39,000

Eastern University’s Profile: Higher Education Leader and Innovator

In its almost 150 years in existence, Eastern University’s history has been

distinguished by the university playing a significant role in United Stagger

education history. Eastern University has been a leader in introducing innovations i

curriculum and administration. Founded by two politicians, one of whom endowed the

university and the other who was the first president of the university, Easternditgive
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began as a nonsectarian, coed college. At its founding, 400 students attended Eastern
University. As of fall 2008, there were over 20,000 students enrolled at Eastern
University spread across three campuses, one of which is located outside wid¢de U
States. Eastern University’s students may enroll in seven undergraduate ecloals
graduate or professional schools. In 2008, Eastern University had a $5.3 billion
endowment and an annual operating budget of $2.5 billion in expenditures.

Environmentally, Eastern University is situated on over 745 acres in a siyall cit
of 20,000 citizens in a rural part of the Northeastern United States. Easterrsityis/er
campus has a well-defined location in which geographic barriers, hills, roads,ieed a r
separate much of the campus from the surrounding community. The campus includes
19th century edifices along with cutting-edge engineering facilities @edtsic
laboratories.

Eastern University’s overall mission emphasizes equal access to eduodtion a
comprehensive curriculum. In carrying out these functions, the institution seeks to
produce leaders and generate knowledge. Both of these endeavors seek to serve the local,
regional, national, and global communities. Eastern University places valueiingnst
an environment ofcollegiality, civility, and responsible stewardship.”

Eastern University’s student population reflects its status as one of thegleadi
comprehensive research universities in the world. According to a fact shiszet poshe
university’s website, in 2008, Eastern University’s 13,510 undergraduate students and
7,323 graduate students attended the university from across the country and around the
world. Over 17% of the student population came from abroad. Approximately one-third

of all students hailed from Eastern University's state. Eastern Unisriiition of
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$37,750 in 2009/2010 places it among the highest in the state and region. The cost of
tuition, however, is comparable to the cost at peer institutions. Outside of tr®ahas
Eastern University students may choose to join any of the 700 approved student
organizations. In addition, students may also select from approximately 70 Greek
organizations because Eastern University is host to one of the largest Greis syste

the country. Once they graduate, over 40% of Eastern University’s alumni opt to reside
after graduation in the Mid-Atlantic States. Demographic and backgrownrthiation on

Eastern University is collected in Table 3.
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Table 3

Eastern University Demographic and Background Information

Category Information
Location Northeast
Affiliation Private

Carnegie Classification

Dates of Site Visit

University Budget (2008/2009 expenditures)
Undergraduate Enroliment (Fall 2008)
Graduate Enroliment (Fall 2008)
Endowment (June 2008)

Tuition (2009/2010)

Comparative Background Information

Large Research University
Very High Research Activity

April 12, 2009, and April 13, 2009
$2.5 billion
13,510
7,323
$5.3 billion

$37,750

To place the case study reports and cross-case analysis in contegttibrs s

establishes background information on the private research universities’ locations

regions, sizes, histories, enrollments, student and alumni characteriggions)

structures, and organizations. See Table 4 for comparative background iifiormat
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Table 4

Comparative Demographic and Background Information

Category Western Southern Eastern
University  University  University

Location | West Coast  Southeast Northeast
City/Town Population 3.6 million 250,000 20,000

Campus Acreage 300 1,400 745

Founding Decade 1880s 1920s 1860s

Total Enroliment 33,500 13,457 20,833
Undergraduate Enrollment 16,500 6,340 13,510
Graduate Enrollment 17,000 7,117 7,323
2008-2009 Expenditures $2.0 billion  $3.7 billion  $2.5 billion

Site Visit Dates March 15-16 March 22-23 April 12-13, 2009
Endowment (June 2008) $3.65 billion $6.1 billion  $5.3 billion

Endowment Dollars: Student Ratio $108,955 $453,296 $254,404
(dollars per student)

Alumni Giving Rate (2008) 39% 39% 32%
Number of Schools 19 9 11
Number of fraternities/sororities 37 37 69
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The institutions had many differing attributes. All three institutions weratéd
in different parts of the country. Each of the three institutions were situateftenmndi
environments, with Western University located in one of the largest cities in tteglUni
States, Southern University in a small city, and Eastern University in atemall The
institutions were also situated in different regions of the United Stae§vVést Coast,
Southeast, and Northeast. The size of the campuses also varied, with Westesityniver
having the smallest campus of the three at 300 acres, and Southern Universgyheavin
largest campus at 1,400 acres. Although the institutions were all founded during the 19th
century, it took many years before Western University and Southern Uniweesgéyable
to build their institutions into universities. A “transformative” gitbdm an affluent family
fueled the rise of Southern University in the early 20th century; entrepiarativities,
fundraising, and West Coast population growth sustained the expansion of Western
University in the early to middle 20th century. Meanwhile, Eastern Univesjoyed a
prestigious place among higher education institutions soon after its founding in the
middle part of the 19th century.

Although all three institutions attracted students from across the United State
the globe, the enrollments also differed. Western University had the latgeber of
students with, in 2008, over double the enroliment of Southern University. In addition, at
the time of the site visits, both Western University and Southern University had mor
graduate students than undergraduates. Western University’s location on tl@oastst
with a proximity to Asia and Mexico, produced one of the largest international student
populations in the country. Western University also attracted many studentthe

West Coast. Meanwhile, enrollments at both Southern University and Eastern Wniversi
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drew heavily from the Northeastern and Middle Atlantic states. Most oféfviest
University’s alumni chose to live on the West Coast; most Southern and Eastern
university alumni lived in the Mid-Atlantic States after graduation. &lesollment
trends reflected the regional differences among the three institutions.

The three institutions shared some attributes: each had a far-reachimmg nassi
complex, decentralized organizational structure, a strong Greek systesucaadsful
alumni engagement efforts. At the time of the site visits, all three uniesrbiid many
undergraduate, graduate, and professional schools. All three institutions had over nine
schools, with Western University having the most, 19 schools. Eastern University had
three different campuses, one of which is located outside of the United Statesedl
institutions had 2008/2009 operating budgets of over $2 billion in annual expenditures.
Greek life was also an important part of student life and the campus community on all
three campuses. As of January 2008, according to the institutions’ Greek lifeewebsit
while Western and Southern universities each had over 35 fraternities and sororitie
Eastern University had 69 fraternities and sororities. In addition, all threersities had
effective alumni engagement programs, with alumni giving rates over 30%gptheim
among the top-tier institutions nationally in this category (“Americ&stEolleges,”
2009). As three leading research universities, the institutions’ multifacegadizational
structure stemmed from similar missions linking research, teaching, ramnoesand
having complex structures with large operating budgets and successful alumni
engagement records.

In summary, although the three institutions had the same Carnegie classifica

very similar missions, complex organizational structures, strong Gretnsy, and
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strong alumni engagement initiatives, they differed greatly in their togadcreage,
founding, enrollments, student and alumni characteristics, and endowments. The
individual and comparative profiles of the three participating institutions iredicaree
distinct campus cultures that overarched student affairs fundraisinghgp@zate
research university. Chapter 5 contains Western University’s caserspatt. Chapter 6
contains Southern University’s case study report. Chapter 7 contains Eastersitini
case study report. Chapter 8 compares student affairs fundraising practassthe

three institutions.
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CHAPTER V
COMMUNITY BUILDING THROUGH A CAPITAL PROJECT:
WESTERN UNIVERSITY'S CASE STUDY REPORT
Introduction

This case study report presents the findings on student affairs fundraising at
Western University. | approached the data analysis in terms of the alissestprimary
research question: How do student affairs and development offices definessutc
collaboration in student affairs fundraising? This dissertation’s séareh questions
and theoretical framework informed facets of this overall topic and form tjug ma
organizing structures for this case study report: (a) institutional, stuidiins,aand
development organizational cultures and practices relating to student faff@raising;
(b) history of student affairs fundraising practices, including CSA@mtio establish a
student affairs fundraising effort and prioritizing student affairs fusith@ projects
among the approved institutional fundraising projects; and (c) student affairs and
development office collaboration and other partnerships relating to studerd affair
fundraising and how these relationships are perceived by both student affairs and
development officers.

Western University’s Organizational Culture and Subcultures

This section delineates attributes of Western University’s orgamiedtculture
and subcultures that overarch student affairs fundraising practices at thsitynivéis
section follows the theoretical framework of this dissertation, Chaffe@iantey’s

(1988) three-part organizational culture model, which updated Tierney’s (1988, p. 8)
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“Framework of Organizational Culture.” The organizational culture framiewoore
broadly, asks the question, in Chaffee and Tierney’'s words (p. 6), “what hidddadce
together” and makes the institutional unique. Components of this model that will be
discussed include “environment, mission, information, strategy, and leadersleipieyi
2008, p. 30). lincluded a detailed discussion of the organizational culture models applied
in this study in Chapter 3 and Appendix G. To analyze Western University’s
organizational culture and subcultures, | examine the university’'s instidittulture
before turning to discussions of the student affairs and development subcultures.
Western University’s Organizational Culture and Practices

Western University’s organizational culture had three major attrithdeshaped
student affairs fundraising practices: (a) an institutional historycatidre supporting
fundraising and alumni engagement; (b) an institutional commitment to outside-the-
classroom activities such as school spirit, community building, diversity,riagde
development, and public service; and (c) decentralized staffing and buddeteiyrss.

Western University’s history, mission, strategic plan, and campus atifece
evidence of an organizational culture that encouraged fundraising and alumni
engagement. Fundraising formed a central theme in Western Univehsstgsy. When
leading citizens of the region bought the land for the university, Western Utywees
founded by a pooling of their individual gifts. Five years after Westeraddsity’s
founding, its graduates formed the university’s first alumni assoniafifter a series of
successful capital campaigns during the 20th century, a campaign in the 196@s doubl

the university’s endowment. In the 2000s, according to the university’s straptagi
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Western University’s capital campaign was the largest one in the hidtbrgher
education at the time.

Western University’'s communications, particularly its mission statéared
strategic plan, emphasized fundraising and alumni engagement and agencytamong
core values. In addition to expressing pride at the institution’s “entrepraineenitage,”
the mission statement included the statement that “alumni, trustees, ecduane
friends ... providing generous financial support, participating in university govexnanc
and assisting students at every turn.” The mission also defined the caonpusinity as
consisting of students, alumni, faculty, and staff. In this mission, alumnidptaye
important role in the university community. These two parts of the univereiigson
statement pointed to the significance of alumni involvement and fundraising in sapport
the university’s core values.

Western University’s most recent strategic plan, completed in 2008, also
emphasized fundraising and alumni engagement. In the plan’s first paragraph, one of the
lead achievements was the fivefold increase of the endowment over the lasts13 yea
ending in 2008. The plan’s discussion of Western University’'s values also plaoeoi
engagement among its top priorities: “these standards include caring arad feispee
another as individuals; appreciation of diversity; team spirit; strong alumnoretwand
commitment to service.” Therefore, Western University situated fisimdgaand alumni
engagement among its priorities in the strategic plan.

Two other pieces of evidence pointed to high levels of alumni participation and
fundraising. As of 2008, the annual alumni giving rate at Western Univeragyust

under 40%, an indication of the institution’s engaged alumni (“America’s Best €gfleg
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2009). In addition, during my visit to campus, | observed many of Western Unitgersity
campus artifacts that related to fundraising and alumni engagemeunésStaalkways,
fountains, buildings, and benches all had plaques identifying individuals or corporations
who donated money to contribute to the construction and upkeep of these brick-and-
mortar projects. In addition, a university history project sponsored signatagsat
locations on campus to offer biographies on notable institutional figures and &semalot
key topical areas. Two of the key topical markers presented information about
fundraising and alumni development. The fundraising marker was placed adpaitent t
main development building; the alumni affairs marker was placed near the aftanai a
office. Therefore, Western University’s history, mission, strategit, glad campus
artifacts all indicated the university’s commitment to fundraising amahail

engagement.

Evidence of Western University’s commitment to student affairs aesyit
programs, and facilities was contained in Western University’s orgamaatulture.
Western University’s history, communications, and space were all inv#iacdta campus
culture that recognized the value of student affairs to the university asthitent
experience. The first piece of evidence, Western University’'s misstengent, stated
that education occurs inside and outside of the classroom “through a broad array of
academic, professional, extracurricular, and athletic programs.” Tdsomistatement
presented the notion of student affairs, or “extracurricular,” activitiegykeesignificant
part of the student experience. Another unique part of this statement was themnafusi
athletics among the core institutional programs. In fact, each of theduodisil

interviewed (Western University’s CSAO, alumni affairs offjcand student affairs
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fundraiser, personal communication, March 16, 2009) reinforced this idea of the far-
reaching influence of intercollegiate football on school spirit and alumnitgffOn

game days, they explained, the campus swelled to over 100,000 visitors, many of whom
were alumni. The mission statement also included another student akairpablic
service, as a primary means of accomplishing the mission. Also featnoed) ahe
values of Western University was a commitment to diversity, or the uniersierall
mission as “pluralistic, welcoming outstanding men and women of every raed, and
background” and the preservation of a “genuinely supportive community.” These
precepts, relating to cocurricular activities, athletics, diwgraitd community building,
situated outside of the classroom, or student affairs, activities among ¢hencaersity
values.

The second piece of evidence, Western University’s strategic plarsitaistd
student affairs among institutional priorities. The central feature adttagegic plan, the
university’s vision for the future, focused Western University’s “edoogbrograms on
meeting the needs of qualified students worldwide.... This commitment will guide our
choices regarding pedagogy, instructional technology, curriculum, admissidns, a
support services.” Western University’s strategic plan called fl@aaner-centered
orientation,” which it defines as “thinking expansively about who our students are, how
their backgrounds and needs may change in the future, and how to best engage them in
learning.” This concentration on student needs and support services included student
affairs programs and facilities among the core strategic plantivesa

The third piece of evidence, my environmental scan of Western University’s

campus, also reinforced the notion of student affairs taking a significant roke in t
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institutional culture. In 2005, Western University dedicated over $100 million in
institutional resources to build a new student center that is scheduled to open in fall 2010.
This student center was located within a few feet of the main administratiotudedts
affairs administration building. During my visit to Western Univerdityitnessed
construction activity associated with the project. Other campus astrisioforced the
notion of student affairs being important to Western University. Located atritex oé
campus was a statue of Western University’s symbol and sports team kexTiéss
statue symbolized the importance of athletic and spirit activities to cdifgupirit
programs and the marching band were among the student affairs departneastaDae
more sign of student affairs inclusion among institutional priorities was lkkeemar
dedicated to student affairs history. The marker narrated the history of thet stfidies
administration building and the importance of student organizations to campus life. Thus,
student affairs played an important role in Western University's orgiaomal culture as
evidenced by the content of the university’s history, mission statemergggtraltan,
and campus artifacts.

Decentralized staffing and budgetary structures were the fin&iLaési of
Western University’s organizational culture that influenced institutionahMiaha
including student affairs fundraising practices and student affairs anebdeezit unit
interactions. Reflecting on the structure of the university, one individual whom |
interviewed (personal communication, March 16, 2009) quipped that Western Uwgiversit
is “decentralization run amok.” All three interviewees, in fact, statedtleanstitution
took a decentralized approach to its staffing and budget. The CSAO (personal

communication, March 16, 2009) pointed out that Western University had a school-based
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revenue system in which all funds were distributed to the schools on a per capita basis
and then taxed for central allocations such as administration and student sehgses. T
staffing and budgetary structures, in turn, influenced the organization of the desetopm
and student affairs units and the corresponding student affairs fundraisingegractic

In summary, this section presented the three major themes of Western
University’s organizational culture—its commitment to fundraising and @alum
engagement, support of student affairs activities, and decentralizedgsteftirbudgetary
structures—that influenced student affairs fundraising practices.
Western University’s Student Affairs Subculture and Practies

Western University’s student affairs subculture was distinguished by the
following attributes: (a) student affairs mission tied to institutional grésrand focused
on students; (b) centralized organizational structure with servicetaeads the
university’s location and priorities; and (c) veteran leadership with desand physical
proximity to Western University’s executive leaders. Each of theserfainfluenced the
nature of student affairs fundraising at Western University and theatitereamong
student affairs and development staff members.

Western University’s student affairs mission was closely alignddtivd larger
institution’s mission of placing students at the center of the unit's aet\atd seeking
to integrate the inside and outside of the classroom student experiencesn\Weste
University’s student affairs division’s mission sought to reinforce “agguated learning
experience” for students in fulfilling their “educational, personal, and Eioiesl
aspirations.” This language mirrored Western University’s missiaarsent’s first

priority as the “education of our students.” Western University’s Chief Stusféairs

148



Officer (CSAO) captured this sentiment by stating, “Part of the onssl the university
is to educate the whole student. You help the student develop inside the classroom,
outside of the classroom” (personal communication, March 16, 2009). Western
University’'s student affairs division’s mission was centered on students asitideat
cocurricular experience, including such themes as student development, exgherienti
learning and leadership, appreciation of diversity, and civic engagement. Thus, both the
institutional and student affairs overall missions addressed edysatitkents inside and
outside of the classroom.

To fulfill this mission, Western University’'s student affairs unit, comgysof
over 35 departments and service areas with over 500 full-time professidhal sta
members, took a centralized, yet customized, approach to delivering stwjoleort s
services. In addition to core student affairs functions such as the careertbente
counseling center, dean of students, disability support services, health center,
multicultural student services, orientation, residence life, student agijatnd student
government, Western University’s student affairs unit had departmentaditivtrally
included in a CSAQ'’s portfolio. These departments, including the marching band, spirit
program, Pacific and Asian-American Support Center, and Mexican-AmerlagamA
Association, reflected some of the key parts of institutional culture, incluaéng t
institution’s focus on school spirit as manifested in football and the marching band and
student demographics drawing from the institution’s proximity to Asia andddex
Western University’s student affairs organizational structure hadtsatized means of
delivering student services to undergraduate and graduate students, yetadea inc

alumni affairs functions and offices relating to institutional location andipe®r
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One other important part of the student affairs culture was the presence of a
CSAO leading the unit who had close ties to senior leaders. The CSAO accurauéated
14 years of experience at the university and decades more experien@s atsbitiations.

In fact, the CSAO was thought of so highly by the senior administration that, in e ear
2000s, the CSAO oversaw admissions and financial aid on an interim basis asthwell a
student affairs departments. At the time of our conversation, Western UlgigeLSAO
reported to the provost and was numbered among the president’s senior staff members.
The CSAOQ'’s office was also situated close to the president’s and provostes off
Located adjacent to the main administration building, the student affairs attatiae
building was at the heart of campus, within 30 yards of the main administratidmbuil
containing the offices of Western University’s president and provost. This long t&nur
Western University, coupled with the CSAQO'’s direct connections and closeghys
proximity to the executive leaders of the university, was an important fadioe

student affairs organizational culture and its formal and informal relaimwiith the
institution’s leaders. In summary, Western University’s student aftaiture was

marked by an alignment with the overall institutional mission, department&aucks

with ties to the overall campus culture, and a leader who was closely connected to the
university’s senior leaders.

Western University’s Development Subculture and Practices

Western University’s development subculture was differentiated byllogving
attributes: (a) independent development and alumni affairs functions and miasidns

(b) a comparatively small development division. Each of these factors inftltdree
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nature of student affairs fundraising at Western University and the ind@aamong
student affairs and development staff members.

Western University’s development structure featured two units to manage
fundraising and alumni engagement. University relations, including alumni aff@iss
responsible for engaging alumni, among its other functions. Development, including
major gifts, the annual fund, and planned giving, among other departments, wad charge
with raising funds. Western University’s development and alumni affairsamiitteok a
decentralized form as compared with some institutions that have combised the
functions into one central unit under the centralized, or institutional advancement, model.
To carry out student affairs fundraising, officers and staff membersthese two units
interacted with student affairs staff members. In this sense, thezeaateally two
subcultures functioning at the university along with student affairs: alurfanisaéand
development.

Because of this organizational structure, the development function at Western
University had two independent missions that focused on alumni and donors,
respectively, as the main constituents. Western University’s univegstyons unit,
according to its website, primarily its alumni affairs office, soughttgage alumni,
parents, and other friends of the university. Western University’s development unit
according to its website, managed capital campaigns, major giftansysteit
fundraisers, corporate and foundation fundraising, planned giving, and the annual fund.
One individual | interviewed at Western University who had experience mgpnkiboth
student affairs and development at the university put it best when stating that

development and alumni affairs “focused on the prospects” and the alumni, payticularl
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“what their thinking is and what their needs are versus thinking of the studetutdei(s
affairs fundraiser, personal communication, March 16, 2009). Another interviewee, a
representative for alumni affairs (personal communication, March 16, 2009¢datitat
the end product of colleges and universities was not graduates, but engaged alumni. This
decentralized structure, with the fundraising functions reporting to the deaibpioe
president and the alumni engagement functions reporting to the university relatens vi
president, produced differing approaches to interacting with alumni, parentsieang fr
and focused on individual constituents rather than on a more holistic view of their
missions and functions. This probably stemmed from the fact that development and
alumni affairs reported to two different vice presidents, each with diff@riogities and
needs. Therefore, development’s organizational structure affected the ofastudent
affairs fundraising and the interactions among student affairs, develg@andnt
university relations staff members at Western University.

The central development division was perceived as having a relativelyssreall
for the scope of the university’s fundraising efforts. The result of this, in tA®©GS
words, “is a small central development unit that ... coordinates development, helps to
keep track of things, keeps track of the central processing of gifts, andsiebidean
approach which donors....” (Western University CSAQO, personal communicatior) Marc
16, 2009). With the divided fundraising and alumni engagement functions, Western
University’s development division was responsible for systems, research, and
stewardship. Many of the other fundraising functions, however, were carried tat by t

unit or school fundraising staff members.
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In summary, Western University’s development division had independent
development and alumni affairs units; along with these individual units canrectisti
missions, objectives, and constituencies. Western University’s oagi@mal structure
and delegation of fundraising responsibilities to schools and units contributed to a
comparatively small central development unit. Thus, Western Universaparate
development and alumni affairs structure and resulting culture influenaehstaffairs
fundraising practice.

History of Western University’s Student Affairs Fundraising Initiat ives

To address the research questions on starting a student affairs fundraising
initiative, overcoming the barriers to student affairs fundraising, and sfcltgs
inserting student affairs fundraising projects among institutional pei®rihis section
discusses the history of Western University’s student affairs fundraistragives.

Western University’s student affairs fundraising history had three negest(a)
stage one, from the university’s founding to 1995, marked by indirect studerg affai
management and informal fundraising by student organizations, Greek organizatns,
athletic clubs that lacked coherence and required few institutional cesp(in) stage
two, between 1995 and 2005, distinguished by the current CSAQ’s arrival and that
person’s recognizing and breaking down barriers to student affairs fundratisMestern
University through the creation of a major student center capital grajet (c) stage
three, between 2005 and March 2009, signified by executive support, the hiring of a

student affairs fundraiser, and student affairs fundraising successes.
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Stage One: Informal Fundraising

In the first stage of Western University’s student affairs fundmisistory, the
student affairs and development units took an indirect role, fraternity and sorority
members, athletes, and parents conducted the fundraising efforts to support otltsde of
classroom activities, and the deans and provost established the fundraisitiggrior
1995, when the current CSAO arrived to Western University, the studens affagion
was not participating in fundraising activities. When asked about the exasitan
organized student affairs fundraising effort upon arriving to Western Uitiyele
CSAO (personal communication, March 16, 2009) remarked, “There was none.”

During the first stage, the main instances of fundraising occurred whengparent
and alumni donated money to support club sports such as ice hockey, rowing, and
equestrian sports and fund Greek organizations at the institution. These fagdrais
efforts were voluntary and required little oversight and few university ressu
according to the CSAO (personal communication, March 16, 2009). Student affairs,
according to the CSAO, taxed the fundraising and also monitored these gifisstGuna
the donations complied with institutional standards. Over the years, the taxingeof the
contributions built up a modest endowment. The CSAO summarized this firstrstage i
noting, “When | came, | really didn’t have to do anything to keep those going. And, so
we just make sure that gifts are recorded ... that people are recogni2dthaLigh the
donations had formed an endowment, the efforts were not tied to the student affairs unit
strategic initiatives, but were financing restricted funds for club sdoaternities, and

sororities.
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At the same time, the CSAO identified barriers to student affairs fisnyan
the form of Western University's school-based financial model driven by thetiesaof
the deans. These conditions presented obstacles to Western University' S@8K(Q a
student affairs fundraising effort and establishing student affaireqiscgmong
institutional fundraising priorities. Western University’s CSAO (personal
communication, March 16, 2009) remarked that “[m]ost colleges and universities are
focused, first and foremost, on raising funds to support academic programs. Adat’s t
top priority.” Western University’s past fundraising practicespetiag to the CSAO,
were organized along a school-based model, with the deans of each school drafting
priorities for the review of the board of trustees, president, and provost. The executive
leaders and deans would get involved with asking prospective donors for majorrtggfts.
result of this model was, during the last capital campaign ending in 2004, a @iionitiz
of school naming efforts for the schools of business, accounting, education, engjneerin
medicine, and others. Absent from the capital campaign and fundraising gsjoriti
however, were student services, activities, and facilities.

These school-based fundraising models proved to be formidable barriers to
student affairs fundraising. Many of the deans, executive leaders, and dengad vi
student affairs as an auxiliary enterprise to be supported by tuitionsddtiahe words
of the alumni affairs officer (personal communication, March 16, 2009), “most people
don’t want to fund things like the career center or student activities officey. don’t
want to fund the administrative side of things.” Another barrier, according siutient
affairs fundraiser (personal communication, March 16, 2009), was that the deans were

reluctant to share prospects with student affairs, which the deans viewsd@iton:
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“The schools are a little hesitant to give up control, as they see it, of thgeptas
Therefore, stage one of Western University’s student affairs fundraistogyhinvolved
only indirect student affairs participation in efforts to raise funds to suplutrtsports
and Greek chapters, and a recognition of the barriers to introducing a studest affa
fundraising effort.
Stage Two: Breaking Down Barriers and a Capital Project

In the second stage of Western University’s student affairs fundraisingyhistor
between 1995 and 2005, the CSAO played a central role in surmounting barriers to
student affairs fundraising, inserting student affairs priorities anrstigutional
fundraising projects, convincing executive leaders of the institutional needdgpital
project, and introducing a fundraising campaign to support a major capitaltprojec
hereafter called the “Western University center.”

While the CSAO directed the decade-long effort to design, fund, and implement
the Western University center project, the impetus came initially $toatents. In 1996,
soon after the arrival of the current CSAO to Western University, accaalihg
student affairs fundraiser (personal communication, March 16, 2009), who was a student
at the Western University at the time, “we actually started aaaurselves a student
fee ... to commission a study to determine the need for the Western Universgty’cent
This study, coupled with the student affairs unit’s mission and priorities, found that the
existing student center could not accommodate the programmatic, dining, actmweist
and social needs of Western University’s campus community. In addition, the &8RO
other student affairs staff members wanted a location for alcohol-free enents

activities for students: “we did not have a place where students could hold social event
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that was inexpensive and didn’t focus on alcohol” (CSAO, personal communication,
March 16, 2009). Thus, the need for a new Western University center was established b
students and reinforced by the student affairs unit’s priorities to build comnauncity
offer nonalcoholic social activities for Western University’s students

To make the Western University center a reality, however, the CSACases f
with leading a shift in fundraising culture by surmounting existing bartestudent
affairs fundraising. In doing so, the CSAO needed to convince the president and provost
that the Western University center should be a fundraising priority. TA®{ersonal
communication, March 16, 2009), with decades of service in student affairs, had some
experience writing grants earlier in his career, but never thought fundraisuld be
among the CSAO position responsibilities. Before arriving at WesternSA©Glid not
plan on taking on this role, because it had “never occurred to me because | never thought
| would be a vice president.” Thus, the CSAO needed to convince the president and
provost of the utility of the project and also reconcile fundraising with the GtRAO
responsibilities.

Looking back on this period, the CSAO (personal communication, March 16,
20009) stated, “We fought for 10 years to get on the priority list.” This decade-lamg eff
by the CSAO, the student affairs division, and students to introduce the Western
University project was highlighted by savvy strategic moves by the CTA©(irst
move was the CSAO (personal communication, March 16, 2009) deciding that the
Western University center would “not just be another student union or student center.”
Building a broader constituency in addition to students and student affairs staff, and

linking the project to the institutional mission, were the two keys to the project be
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implemented, according to the CSAO. The CSAO (personal communication, March 16,
20009) first tied the project to Western University’s mission: “It wasn’'t uveilhad a
tangible project that we could market the Western University center torstipe
university’s mission.”

The CSAO (personal communication, March 16, 2009) next devised a broad
scope for building usage: “I needed some allies so | suggested that viresdalé t
Western University center so that faculty, staff, students, and alumni woude dllis as
a place where they could go.” The third move was the CSAO bringing togetker ot
administrative departments that needed space for their events and actdtessions,
alumni affairs, and dining were a few of the partners in this category. Aidmssneeded
space because the current admissions center was not sufficient for the nustiee raf
and parent visitors, and alumni affairs had the same need for additional spaeé for th
offices and activities (CSAO, personal communication, March 16, 2009). The dining
department also needed space because there are plans for a new food sertgece (Wes
University CSAO, personal communication, March 16, 2009). The final move was the
CSAO, with these arguments, allies, and plans for the Western University,ce
approaching Western University’s president and provost in 2000, to receive conceptual
approval. The CSAO, with plans and allies in hand, approached the provost and
president, and the CSAO (personal communications, March 16, 2009) recalled, “Once |
said that, it made sense to them. And they could say, ‘I see that.”

Because of the institutional projects that were already in the queue, steriive
University center project had to wait for the already planned acadaailities to be

funded and built. The CSAO (personal communication, March 16, 2009) noted that
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during this hiatus, “[w]hat I did was maintain my enthusiasm for the project ayelst
positive, and eventually we were there.” Once the academic buildings in thieggipe
were built, the Western University center became a fundraising pribrithe words of
the CSAO (personal communication, March 16, 2009), “we were there.” Now, there was
the issue of how to raise over $50 million, half of the cost of the project, to support the
construction of the Western University center and build an endowment for théscenter
long-term upkeep. Thus, the CSAQ, in stage two, displaying ingenuity in leadership,
shifted Western University’s fundraising paradigm by gatheringsalfiom across the
university to support the project and forming compelling arguments to seeure t
university’s executive leadership’s approval of the project.
Stage Three: Success and Maturation

In the third stage of Western University’s student affairs fundraisingrijst
between 2005 and March 2009, the CSAO received support from the university’s
executives and central development office, hired a full-time student dtfadriser,
secured a multimillion dollar naming gift to support the constructioneo¥Wlestern
University center, and spearheaded successful fundraising initiatsthe Western
University center among the institutional priorities, the CSAO (pefsmmamunication,
March 16, 2009) remarked that he had support “from the president and the provost and
the central development office in cultivating donors.” The new provost, in factneeca
one of the CSAQ'’s biggest allies with the Western University center pridjechad
been the dean of the school of engineering, where he had built a building that helped
build community for the school ... he came in and was a big advocate for thigy'facili

(CSAO, personal communication, March 16, 2009). According to the CSAO (personal
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communication, March 16, 2009), “we are out there competing for donors and we’re
being looked at, the provost said to me, more like a school.” Therefore, the CSAO, with
the support of the president and provost, launched the student affairs fundraising effort.

This third stage involved student affairs being included among Western
University’'s fundraising priorities and building a fundraising infrastrceetOne of the
tangible means of supporting these fundraising initiatives was the CSAQ dniftutig)
time student affairs fundraising officer to create a two-person figidgaieam. The
student affairs fundraiser, an individual with experience as a Westernrsityive
undergraduate student and development officer, assisted with the following
responsibilities to support student affairs fundraising: asking for, regeiaid reporting
gifts in addition to serving as a liaison to central development; reseamiosgects; and
performing stewardship duties (Student affairs fundraiser, personal cooatiom,

March 16, 2009).

The CSAO managed the overall student affairs fundraising effort, plymar
strategic planning and cultivating donors for major gifts. In addition, theGD8érked
closely with the student affairs fundraiser: “I spend a lot of time wonkitigher on
development plans and strategies and cultivating potential donors, making asksdfSome
this cultivation occurred in Hong Kong, a location where many of Western tditiwe
alumni and parents resided. Thus, Western University’s CSAO provided overdibdirec
and focused time on cultivating major gifts, while the student affairs fued@ssisted
with such daily operations as prospect research, cultivation of donors, database

management, and stewardship. From a “one-person show,” the student affairsifugdrai
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effort was now supported with an infrastructure with the hiring of the studensaffai
fundraiser and the CSAO serving as the major gift officer.

With support from Western University’s leadership, central development odit, a
the student affairs fundraiser, the CSAO secured a $30 million gift to help fund the
center’s construction. Meanwhile, the chief alumni affairs officer (uexls
communication, March 16, 2009), a key ally for the project, was responsible fograis
about 25% of the center’s cost. The alumni affairs officer, at the time of @reiaw,
was successful in raising over $7 million, mainly through naming rights, to suppor
center’s construction. Therefore, the Western University center’sdisnaly initiative,
led by the CSAO and supported by institutional leadership, development, and alumni
affairs, was approaching its final goal. At the time of my visit to Westkiversity, the
center was under construction and was scheduled to open in 1 ¥z years.

At the same time that the CSAO was conducting the fundraising campaige for t
center, there were other fundraising successes in support of student affanesss
activities, and facilities. These fundraising successes took two mais:foonporate and
government grants secured by the CSAO and other student affairs staffrsiantbe
gifts to support key student affairs services, activities, and faciliMestern University
CSAOQ, personal communication, March 16, 2009). Corporate grants supported a program
to help community college students’ transition to Western University as pantedfort
to increase their enroliment at 4-year private research universigigsral grants funded
a program to encourage Western University’s students of color to form mentor
relationships with faculty members to bolster student participation in doptogiams.

The CSAO and student affairs fundraiser were also successful in gedanations for
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key student affairs services, including $1.5 million for the funding of an endowment for a
director position for student activities, $350,000 for a new conference room for the
campus recreation center, and $2 million to support the spirit program. Therefore, the
third stage of student affairs fundraising involved the CSAO hiring a fud-staff
member to assist with fundraising responsibilities, leading successiikeb raise
funds to support the capital project, and accomplishing other student affairs fungdrais
objectives.

In summary, Western University’s student affairs fundraising histatthrae
stages, with the first stage involving an informal fundraising effort cethten
supporting club sports and Greek organizations, the second stage featuring e CSA
overcoming barriers to student affairs fundraising with the introduction of adapyeal
project, and the third stage including the hiring of a full-time studentsafiandraiser
and the achievement of successful fundraising projects, including a Ipitg peoject.

Student Affairs Fundraising Collaboration at Western University

This section describes the partnerships that supported Western University’s
student affairs fundraising activities. Student affairs fundraisinglmmiation at Western
University transcended the development and alumni affairs units to includerwest
University’'s president, provost, deans, academic affairs staff memtuelsnsaffairs
staff members, and donors. This section discusses student affairs and development
collaboration by viewing the partnerships involved in the planning and implementation of
the Western University center project, the individual student affairs fuanuyai

partnerships, the participants’ perspectives on student affairs and development
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subcultures, and the participants’ definitions of successful collaboratitudiens affairs
fundraising.
Capital Project Collaboration

The key activity to examine the student affairs fundraising partnershgpthea
prioritization, planning, funding, and construction of the Western University cémter
raising funds for student affairs services, facilities, and activifieesstern University’s
student affairs officers interacted with the university’s board mempegsident,
provost, academic affairs officers, student affairs departmentataiseparents, alumni,
and friends in addition to development and alumni affairs officers. The CSAO pdrtnere
with the president, provost, and board members to place the Western Univanristy c
among Western University’s fundraising priorities (Western Unitye35AO0, personal
communication, March 16, 2009). The CSAO worked with the central development
office, president, and provost on strategies for identifying and cultivatijay gié
donors. This cultivation resulted in a multimillion dollar gift to name the center. The
center’s planning team included individuals from many different departmerdsrdheg
to a document listing Western University center’s planning committeerteambers,
representatives from the following offices and affiliations sit on a coteenliéd by the
CSAOQ: academic affairs, alumni affairs, development, dining servicél#jd¢ac
management, graduate students, provost’s office, student activities, and uhdssgra
students, among others. Thus, the Western University center project symbwdized t
multifaceted interactions among many university community memberseadda plan

and implement a large-scale student affairs fundraising initiative.
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CSAQ'’s Perspectives on Collaboration
Western University’'s CSAO, in particular, noted that support for student affairs
fundraising derived from a variety of sources in addition to the development unit. Board
members, the president, and the provost were all instrumental in supporting fagdrais
for the center. In particular, the CSAQO'’s direct supervisor, the provost, seraed as
primary supporter and even a mentor for the CSAO’s fundraising efforts. Th@ CS
(personal communication, March 16, 2009) mentioned some of the provost’s advice
regarding fundraising: “my provost, who is a terrific fundraiser, his attitide ‘you
can’t rush donors. Don't rush it. If you rush it you may only get a quick gifiestern
University’s executive leaders, including the board, the president, and provosaliwere
supportive of the CSAQ’s leadership of student affairs fundraising initiatives.
According to the CSAO, academic and student affairs staff membersisere
important collaborators in the student affairs fundraising effort. Westeinetsity's
deans numbered among the CSAQO'’s key collaborators (Western University, CSAO
personal communication, March 16, 2009) on fundraising projects: “whenever | can, |
work with a dean to partner, and vice-versa.” The CSAOQ, in fact, partnered withsthe ar
and sciences and engineering school’s deans to raise funds for school-based and student
affairs projects. The student affairs fundraiser (personal commiamcitarch 16, 2009)
also corroborated the close working relationships between the CSAO andriiWester
University's deans: “If there’s a relationship with one of the deans of a sd¢teobas
made sure to bring them into the fold, and this has resulted in joint gifts to the division
and also to the schools.” Student affairs staff members, in addition to the fuittident

affairs fundraiser (Western University CSAO, personal communicatiangiML6, 2009),
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were also important agents in fundraising efforts: “people come forwanchames of
donors and ... with ideas for particular projects to fundraise for.” In particulactaois

of two student affairs departments, the cultural centers and volunteer, eenterd with
“student organizations and other businesses ... to bring in smaller gifts forimee - t

kind of projects” (Student affairs fundraiser, personal communication, March 16, 2009)
Hence, academic and student affairs colleagues figured prominently dmec@§AQO’s
partners in raising funds for student affairs.

The CSAO also emphasized the importance of collaborating with donors to foster
student affairs fundraising success. The CSAO (personal communicaticatn, Ma
2009) eloquently summed up the significance of donors as active participdrgs in t
fundraising process when stating that a “perfect example of good, thoughtfidifumglt
is when the “needs of Western University and the dream of the donor coincidelypérfect
The CSAOQO, in our conversation (personal communication, March 16, 2009), explained
that fundraisers should seek to engage donors by trying to “hone in on things that have
meaning to them and also have importance to the institution.” In the CSAQ’s opinion, the
core donors for student affairs fundraising projects at Western Univiersligled
parents of current students and alumni. Thus, donors, according to Western Unsversity’
CSAQOQ, played an active role in the student affairs fundraising process.

The CSAO referred to development and alumni affairs very rarely during our
conversation. Although the CSAO did mention that the development unit was being
“very open and encouraging” during the Western University center planning pinces
“making it a priority to support us,” the main references to the two units wexe thi

CSAO discussed the role of alumni affairs in planning, raising funds for, and oagupyin
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the Western University center. Therefore, the CSAQO’s perceptions ofdinestndent
affairs fundraising partners included the president, provost, academis &éaders,
alumni affairs staff members, student affairs staff members, and dosevsllas, to a
lesser extent, development officers.
Student Affairs Fundraiser’s Perspectives on Collaboration

While the CSAO seldom mentioned interactions with development officers, the
student affairs fundraiser, by contrast, referred frequently to developmenuamd a
affairs officers. The student affairs fundraiser stated that develograkehinonthly
meetings between school and unit fundraisers and central development and akinsni aff
officers. In addition, the development leadership launched a development audigaime
“helping direct us, and what’s working and needs to be fixed” (Student affairafser
March 16, 2009). Most of the interactions, according to the student affairs fundraise
came during the monthly meetings with development leaders and school and unit
fundraisers. The other interactions occurred in performing administratkeesash as
clearing donors, updating the development database, and performing stewardship
responsibilities. The more significant partnerships, according to the studerd aff
fundraiser (personal communication, March 16, 2009), were with the university’s
schools: “I think partnerships with the schools are going to be critical.” Thig bras
already been evident, according to the student affairs fundraiser (personal
communication, March 16, 2009), in raising funds for the Western University ceméer: “
have tried to cover multiple disciplines. That will be a critical part of our plant shdr
long term. The schools don't have actual spaces for their donors to name.” The student

affairs fundraiser also referred to interactions with student afftaiffsnrsembers,
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especially the CSAO (Western University student affairs fundraisesompa
communication, March 16, 2009). Therefore, the student affairs fundraiser’'s main
collaborators included the CSAO along with student affairs, academiis affiad
development staff members.

Alumni Affairs Officer's Perspectives on Collaboration

Western University’s alumni affairs officer identified a varietyways that
alumni affairs and student affairs collaborate to engage students and ahdmwaise
funds. The overriding fundraising philosophy involved engaging Western Uity®rs
students during their college years “so that they feel part of the alumniwatyraven
before they graduate” (Alumni affairs officer, personal communicati@arcM16, 2009).
These programs featured collaborations with student affairs areassshehcareer
center and multicultural alumni associations to engage students. Other sttadent af
areas that alumni affairs and development partnered with were stutieitieacstudent
government, orientation, and the parent office. According to the officer, the main
collaboration involved the alumni affairs’ office being situated in the Wes&iarversity
center and the unit's goal to raise $7 million to support the project.

Western University’s alumni affairs officer, however, also preseateritique of
the unit’s relationship with the student affairs unit. There were certaisly ‘effective
ad hoc partnerships” in place among student affairs, alumni affairs, andpgleeeit
(Alumni affairs officer, personal communication, March 16, 2009). The rel&ijpns
could “benefit from something that is more systematic.” In particular, yisérmatic
relationship involved organized partnerships between student affairs and alumsitaffa

build “alumni programs based on student involvement,” which were based on
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membership in particular student organizations, and also what the officer called the
“alumni lifecycle.” The alumni lifecycle, as defined by the officer, imeal developing
“programs, benefits, and services that correlate to where people ari tertiporal
relationship to the university.” Student engagement, the alumni affairsregkp&ained,
is a “likely predictor of what will make them an alumni donor.” One way ttuatest
affairs could support this alumni engagement model was by developing “prodpams
will draw alumni and keep them engaged. Student affairs could leverage alumni
programming better.” Therefore, the alumni affairs officer ackndgeéd that there were
effective student affairs and alumni affairs collaborations at &estniversity, but that
these partnerships could be improved with additional coordination, formalization, and
connection to the alumni lifecycle.

Collaboration and Student Affairs, Alumni Affairs, and Development Sulzultures

What was evident during the conversations with the CSAO, alumni affairs pfficer
and student affairs fundraiser were the differing subcultures present ameastgdent
affairs, development, and alumni affairs staff members.

Western University’s student affairs fundraiser served as a liaison Ietiaese
student affairs and development division. In many ways, the student affairs $endrai
acted as a bridge between the student affairs and development and alumsncaltizies.
Western University’s student affairs fundraiser’'s background includealéof a
student leader at the university, a student affairs paraprofessiohahstaber, a
development staff member at the university and another higher educationiamstant,
currently, a member of the student affairs senior staff reporting gitedthe CSAO

(Student affairs fundraiser, personal communication, March 16, 2009). This background
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proved to be crucial for the student affairs fundraiser to function in both the student
affairs and development cultures.

The student affairs fundraiser, an individual with experience in both development
and student affairs, put it best when reflecting on the differences between dearglopm
and student affairs officers: “I think that in student affairs we always keemhtimat
what we are doing is for the students and that is the pervasive issue. | won't $sagttha
gets lost in development. But, you're definitely more focused on the prospectsir(gler
communication, March 16, 2009). The student affairs fundraiser observed that
“ultimately, when you’re working at a university, everything revolvesiad the
students.” Therefore, the student affairs fundraiser observed diffeigsions and
constituents in the student affairs and development subcultures.

This theme of development and alumni affairs officers focusing on prospects and
alumni was repeated in my conversation with Western University’s alufainsaofficer
(personal communication, March 16, 2009), who observed, “I submit that what we are
producing are alumni ... that's what the university’s product is. Producing knowledge?
Sure. But, its constituency is its alumni.” The alumni affairs officenton to say that
the university’s relationship with alumni hinged on a cost-benefit analyatsgeto
fundraising: “The university has to do a cost - benefit of how much does it want to
engage in the development of these people and to what end.” Thus, in prioritizing their
objectives and constituents differently, the student affairs, developmentuamnd a
affairs officers had differing perspectives and priorities thatlankestudent affairs
fundraising efforts. The conversations, moreover, included evidence of the distinct

student affairs, development, and alumni affairs subcultures.
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Definitions of Successful Collaboration

Although the student affairs, alumni affairs, and development officers exhibited
different views on mission and core constituents, there were common eleméeis in t
reflections on what constituted successful collaboration to raise funds for shffdest
services, facilities, and activities. These perspectives fell into theeeaategories: (a)
significance of student affairs fundraising in supporting institutionabings; (b)
student affairs activities and fundraising as an effective meangafjieg donors; and
(c) student affairs and development collaboration as a symbiotic arramgeme

First, Western University’s CSAO, student affairs fundraiser, and alaffanis
officer all identified the link between student affairs fundraising ahéeamg
institutional fundraising objectives. Western University’'s CSAO (peilsona
communication, March 16, 2009) noted in our conversation how the student affairs role
was well-situated to represent institutional and divisional fundraising olgscti
simultaneously: “I am the conduit for the division as well as the institutiarthid end,
from the CSAQ’s perspective, fundraising was about “supporting the acagession
of the institution” by supporting inside- and outside-of-the-classroom activitnes
CSAO summed up this sentiment by noting that fundraising was predicated on focusing
on “things that give meaning to donors and that have importance to the institution. You
are looking for a match.” Western University’s student affairs fundrgisgsonal
communication, March 16, 2009) also stated how student affairs fundraising vy dire
connected to the “mission of and service to the institution.” Likewise, Western

University’s alumni affairs officer (personal communication, March 16, 2009) wdext
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that student affairs fundraising brought a “return to the university” in tefnmvestment
of institutional resources.

Second, the three individuals also thought that student affairs fundraising was an
effective way of engaging donors. The CSAO believed that while few donbasdeép
connection to their academic schools or departments, many donors developed emotional
ties to their fraternity or sorority, student organization, athletic team,iderne hall.
According to the CSAO (personal communication, March 16, 2009), donors “support
things they care about, things they cherish.” The student affairs fundessonal
communication, March 16, 2009) shared this sentiment in noting that student
organization leaders were a great prospect base as students whoseéxicbeshce
occurred outside of the classroom.” The alumni affairs officer (personahanication,
March 16, 2009) also talked about the nexus between student involvement and later
alumni giving behavior: “student involvement is a great way to get alumni involved
philanthropically.” Therefore, all three major participants believed thdest affairs
fundraising was an effective donor engagement strategy.

Last, student affairs fundraising produced a symbiotic arrangemenefstuttient
affairs, alumni affairs, and development divisions. On the one hand, student affairs
benefited from the partnership with development and alumni affairs. According to the
CSAO (personal communication, March 16, 2009), student affairs realized gainhé&om
development unit’'s support of student affairs fundraising projects, specificalipadjor
gift cultivation for the Western University center by both central developarehalumni
affairs. Central development also met with Western University' estuaffairs

fundraiser monthly to support student affairs fundraising by discussinggsésand
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prospects. On the other hand, development and alumni affairs benefited from
collaborating with student affairs. According to the alumni affairceff(personal
communication, March 16, 2009), student programs produced by partnerships with career
services and student activities were effective in making current studiesitshat they

are part of the alumni community even before they graduate.” The alumrs affiecer
explained that engaging current students “is a lot easier and cheaper wharre thie
campus.” Another important way student affairs supported alumni engagement was
tracking student involvement to later build alumni programs based on studentesctiviti
and affinity. In conclusion, successful collaboration between student affdirs a
development at Western University was defined by the participantacsmng this
common ground. The alumni affairs officer summed up this sentiment of a symbiotic
fundraising relationship eloquently by stating “it's looking for a wimwi there is a
common culture there with student affairs producing emotional ties and alunrs affa
providing leadership.”

In summary, this section established the web of collaborations involved in student
affairs fundraising. These partnerships included, but also transcendatpcation
among student affairs, alumni affairs, and development officers to involveeives
University’'s president, provost, deans, and donors. This section also indicated that
Western University’s student affairs, alumni affairs, and development unitifferthg
subcultures that influenced the patterns of these interactions in studentfaffdressing.
The participants, no matter their unit, had similar definitions of successfidrgtaffairs

fundraising collaboration.
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Western University Case Study Summary

This section presented the findings of the case study report on Western
University’'s student affairs fundraising efforts, particularly théatmration among
student affairs, alumni affairs, development, and other institutional partnearrying
out these fundraising activities. To prepare the case study report, | @ahdftadrom
interviews, documents, and observations. To establish the case study’s context, |
presented information on Western University’s organizational culture laasn&udent
affairs and development subcultures.

| organized Western University’s student affairs fundraising histooythree
stages. The first stage, from the founding of Western University to 1995, wiaeschigy
fundraising for club sports and Greek organizations, the absence of an orgardead st
affairs fundraising effort, and the CSAQ’s recognition of the institutibaaiiers to
establishing a student affairs fundraising initiative. The second stagel %@&rto 2005,
included the CSAO conceptualizing the Western University center, bbsgra team of
allies for the Western University center project, surmounting theutehal fundraising
barriers, and convincing Institutional A’s leadership to endorse the projant as
institutional fundraising priority. The third stage, from 2005 to March 2009, wasis@nif
by the CSAO implementing the Western University center fundrai¢iag,éhiring a
full-time student affairs fundraiser, and conducting additional studentsafifendraising
projects.

The overarching theme of the report was the collaboration among student affairs,
development, alumni affairs, and other members of the university communitgingra

funds for student affairs services, activities, and facilities. Notvaitiashg the roles
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played by development staff members, student affairs fundraising atrwWesiigersity
also included student affairs staff members collaborating with the pnésiievost,
board members, alumni affairs staff members, donors, student affairediyactd
academic affairs staff members, among others. Western Universitgens affairs and
development partnerships indicated the differences in the student affairs, aftaingj
and development subcultures while also delineating the similarities in théide§ of

successful collaboration in fundraising.
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CHAPTER VI
MOVING TOWARD SUSTAINABLE FUNDRAISING:
SOUTHERN UNIVERSITY’'S CASE STUDY REPORT
Introduction

This case study report presents the findings on student affairs fundraising at
Southern University. This dissertation’s research questions and thedrancaivork
informed facets of this overall topic and form the major organizing strudturéss case
study report: (a) institutional, student affairs, and development organizatidhaks
and practices; (b) history of student affairs fundraising initiatives, include@SAO’s
actions to establish a student affairs fundraising effort and prioritizingratatfairs
fundraising projects among the approved institutional fundraising projects;)and (c
student affairs and development office collaboration and other partnershipgyreati
student affairs fundraising and how these relationships are perceived by both stude
affairs and development officers.

Southern University’s Organizational Culture and Subcultures

This section delineates attributes of Southern University’s organizatiohate
and subcultures that relate to student affairs fundraising practices. Teea8alythern
University’s organizational culture and subcultures, | explore theutsetigl culture
before turning to discussions of the student affairs and development subcultures. This
section applies the theoretical framework of this dissertation, Chaffee amey's
(1988) organizational culture model, to Southern University and its student affeirs

development units.
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Southern University’s Organizational Culture and Practices

Southern University’s organizational culture had three unique attributeshyae
the university’s student affairs fundraising practices: (a) dEzndowment that
provided budgetary flexibility for the institution; (b) an acadenhyoatiented mission
and strategic plan that inserted student affairs’ cocurriculaiteesi within Southern
University’s mission statement and strategic plan as a subordinateriseteand (c) a
tight-knit campus community with a particularly strong intercollegaglidetic program.

Southern University’s strategic plan stated that the university was fountied
“transformative gift,” a multimillion dollar bequest from a wealthy fignthat has been
expanded over the years to an over $6.0 billion endowment as of June 2008. Given
Southern University’s enroliment of 13,500 students as of 2008, this translated into one
of the highest endowment dollars per student ratios among its peer insti(Cameil
for Aid to Education, 2009b). This large endowment provided opportunities for Southern
University and influenced its culture. For one, Southern University’s CSAQofedrs
communication, March 23, 2009), in talking about the reason for student affairs
fundraising, even in the midst of the global economic downturn of 2008-2009, remarked
that Southern University’s student affairs division was “not dependent on fundraising in a
budgetary sense.” The endowment also supported Southern University’s camsioficti
cutting-edge residential life and student center facilities in receatidsthat have set
benchmarks for such facilities nationally.

Southern University’s mission statement and strategic plan placed academ
affairs at the center, and student affairs at the periphery, of institutiainigls. Student

affairs—related references, nevertheless, were present in these dscifvithin the
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mission statement, there were references to areas that aretadsottiastudent affairs
such as student development, leadership, public service, and diversity. In addition to
intellectual growth, the mission statement affirmed Southern Universdysmtment to
student development and fostering future leaders “as adults committed to high ethical
standards and full participation as leaders in their communities.” The missiemsnt
also emphasized public service: “to contribute in diverse ways to the localuotym
the state, the nation, and the world.” Finally, the mission statement includesity
among the institution’s values: “a deep appreciation for the range of human ddéferenc
and potential.” Thus, the mission statement, while concentrating on the inside-the-
classroom experience, also contained references to areas traditieeatiiated with
student affairs activities.

Southern University’s strategic plan, completed in 2006, called for the utyvers
to instill an “undergraduate passion for learning” through an interdisciplinary nyaag! t
the inside- and the outside-of-the-classroom experiences together. One of the key
strategies to do this, according to the plan, was reinventing the undergraddat&isgs
experience through programs and faculty interaction with students. Each sector of
campus was designed for student development according to class standing, with one part
of campus reserved for first-year students, another sector for sophomores, juniors, and
seniors, and a third sector for all four classes. The second emphasis of Southern
University’s strategic plan tied to student affairs involved linking thesobasn
experiences with experiential education. The strategic plan definedest@reducation
as including community service involvement and career-oriented adisuizh as

internships. The third emphasis of Southern University’s strategic plandredestudent
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affairs activities were diversity initiatives. The areas of ersjghelating to diversity
involved plans to expand research, outreach, and campus dialogue on the subject. The
most recent result was the establishment of a university-wide divegsityrand a
comprehensive diversity awareness website. Thus, three of the major engstiases
strategic plan related to cocurricular activities were normafig@ated with student

affairs units’ functions.

During the site visit to Southern University, | observed that the campus was
located a short walk away from the downtown shops and restaurants of the small city i
which it was situated. This campus setting, from my perspective, made thesityifeee
inward to the campus community rather than outward to the surrounding community. As
a result, Southern University had a tight-knit campus community redl@ctéis setting
and in the university’s emphasis on school spirit, intercollegiate athletid<Greek life.
Many students followed Southern University's well-regarded interdatiegthletic
teams, especially its men’s and women’s basketball programs. In Southeensily’s
admissions self-guided tour, there were six photographs of intercollegiate@ports
basketball fans. Southern University’s website dedicated two of seven diitstude
favorite places on campus to intercollegiate sports activities and reargadmmunity
was further built by having student centers and dining facilities that functionhesigg
places for students, faculty, and staff members. Another factor supportipgsdfe
and community is that, as of 2008, over 85% of the student population was from out of
state, which made Southern University a residential campus with few commauuieng

its undergraduate students.
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In summary, Southern University’s organizational culture contained thaee
themes to provide context for student affairs fundraising activities and indesact
Southern University’s endowment provided budgetary flexibility for the untyetee
university’s mission and strategic plan included student affairs agsivtiut placed these
at the periphery of these documents; and the campus community was a tighttknit a
focused on intercollegiate athletics and Greek life.

Southern University’s Student Affairs Subculture and Practices

Southern University’s student affairs subculture was distinguished by the
following attributes: (a) a student affairs mission and strategic psedban Southern
University’s mission and strategic plan; (b) student affairs as anracadepport
enterprise that must justify its budget and existence; and (c) studerst asfa
centralized unit with areas linked to institutional culture. Each of thesar$anfluenced
the nature of student affairs fundraising at Southern University and thectinies
among student affairs and development staff members.

By design, Southern University’s student affairs mission closelynedrthe
form and content of the larger institutional mission statement and strptagidn fact,
this is because the CSAO predicated student affairs’ mission andieston the larger
institutional mission and strategic plan (CSAO Southern University, parson
communication, March 23, 2009). Southern University’s student affairs division’s
mission sought to “support the optimal growth and development of our students.” During
a conversation, the student affairs fundraiser (personal communication, April 3 2009)
captured the core student affairs mission by stating that Southern Unigestitjent

affairs unit’s mission was intended to be an “extension of the classroom.. edtitd&
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account and informs and affects the rest of the University experience thagoing to
give these students the lifelong skills to be successful leaders in this wandtiegh
University’'s student affairs mission, based on Southern University’s bwassion
statement, emphasized learning inside and outside of the classroom and tlee holisti
development of the university’s students.

Southern University’s student affairs strategic plan, completed in January 2008,
also used Southern University’s overall strategic plan as a guids forntat and
content. The CSAO (personal communication, March 23, 2009) explained that the
creation of the student affairs strategic plan did not begin until the irstalistrategic
plan was completed: “We need to know about the academic initiatives first hefol@
our planning.” As with the student affairs unit's mission statement, Southernriityige
strategic plan was the basis for the student affairs unit’s stragiagic

The CSAO viewed Southern University’s student affairs division as a suppbrt uni
for the central academic mission of the institution. As the CSAO (personal
communication, March 23, 2009) explained: “We are an academic support enterprise ...
student affairs should not have a presumption of an independent curriculum.” Under this
philosophy adopted by the CSAO, the student affairs division’s functioning stemmed
from the academic priorities of the institution. Rather than being an indepegdahta
Southern University, the CSAO positioned the student affairs division to support the
university’s central academic mission.

With the academic affairs enterprise taking center stage in Southerer&ity's
organizational culture, the student affairs division’s leadership found it negcéssa

actively justify the unit's budgetary allocation and even its existenoadhroutreach
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and relationship building. At the time of the interview, the United States was miaed |
economic recession. The CSAO (personal communication, March 23, 2009) remarked
that these economic conditions required student affairs to prove their worth tor8outhe
University and the rationale for their budgetary allocation: “In this econolmiate,
faculty salaries are the first thing that’s going to be retained, and thestisrte to prove
that student affairs is essential. So that’s the half that you do to survive aney. afje
Therefore, the CSAO believed that the student affairs division, given itatrSleuthern
University and the economic conditions of 2008—-2009, must justify its budgetary
allocation and its very existence.

To fulfill its mission, Southern University’s student affairs unit, numlgeaner
22 departments and service areas with over 400 full-time professional stalflense
delivered student support services with a structure rooted in institutional needs and
culture. In addition to core student affairs functions such as the career center, the
counseling center, dean of students, disability support services, health center,
multicultural student services, orientation, residence life, student aijvatind student
government, Southern University’s student affairs unit’'s structure hado#rad
positions characteristic of its organizational culture and campus needs. Ths offi
Jewish life and African-American culture reflected some of the institiststudent
demographics and its focus on fostering diversity. In addition, the division’s
organizational chart indicated that fundraising supported two key student affairs
initiatives. Donors endowed a center for African-American culture ancearceenter
directorship. Southern University’s student affairs division’s organizationaitsre had

traditional student affairs service areas, but also included functions thatautic
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institutional mission, needs, and priorities and the influence of fundraising srodadi
organization.

In summary, this section discussed four main attributes of Southern Unixgersity’
student affairs organizational culture relating to fundraising, incluti@gtounding of
the student affairs mission and strategic plan in those of the institutidenstaffairs
viewed as an academic support unit at Southern University, student affairsdugiimgd
to justify its budget and existence, and the centralized student affactist with
offices directed at addressing Southern University’s institutional radigpisng with the
campus culture.

Southern University’s Development Subculture and Practices

Southern University’s development subculture was marked by the following
attributes: (a) a successful, results-oriented division; filay functioning, team-
oriented enterprise; (c) a large, complex organizational structurécpad
comprehensive unit with tight controls. Each of these factors influencedttire n&
student affairs fundraising at Southern University and the interactions anmiemnt
affairs and development staff members.

The data gathered for the study included evidence that Southern University’s
development division was noted for having a great history of success in englagnmg
and raising money for institutional priorities. As of 2008, Southern University'sral
engagement efforts produced an annual alumni giving rate just under 40%, among the top
10 universities nationally (“America’s Best Colleges,” 2009). In 2008, the develdpm
division was one of the top 10 most successful units in the country as measured by the

number of dollars raised on an annual basis (Council for Aid to Education, 2009a). In
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addition to succeeding in reaching the goals set forth in the last capitpagn

completed in the mid-2000s, the development division also had a successful $300 million
campaign in 2008 to support financial aid scholarships for undergraduates. The CSAO
(personal communication, March 23, 2009) shared the view of the development
division’s major gift unit as a professional enterprise capable of raigingllion dollars

a day.” Thus, Southern University’s development division culture was distinguished by
its successful fundraising record.

Southern University’s development division was led by highly functioning
individuals with decades of experience in the development field who viewed tiiesnse
as a team of peers. The development officer (personal communication, April 30, 2009)
whom | interviewed emphasized that the development unit’s staff averagedrs®ofe
experience in the field: “we hire people to work here who are functioning at aigéry
level. We do not bring in many, if any at all, who need hand holding or training.” This
highly functioning team produced, in the development officer’'s mind, a division of
equals: “you’re talking about a group of peers. So, even in our senior administration, it is
based on a division of roles.” The development division, therefore, was composed of a
seasoned group of fundraising professionals who shared governance and leadership
responsibilities.

To sustain these fundraising efforts, Southern University’s CDO led a
comprehensive operation with a large staff and complex organizatiangblstr. When |
visited campus in 2009, the development unit was in the process of moving to larger
facilities. The CSAO (personal communication, March 23, 2009), in describing

development at Southern University, related the size and complexity of tise uni
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organization, which included both central and unit development functions: “We have a
significant number of development staff members.... There are centralizedmlaeeat
functions like major gift officers and a huge development research enterpmisering
2009, the development unit moved from four offices spread throughout campus to two
adjacent, spacious offices that were once warehouses. Therefore, Southersitysiver
development activities were complex and this required a large organimagastain a
successful fundraising record.

Although it was a complex organization, Southern University’s development
division functioned as a centralized unit with tight controls on databases, prospects, and
unit fundraisers. According to the development website, at the time of mytivesiinit
combined alumni affairs, annual fund activities, donor research, systems, ifigj@gl
stewardship among its many areas. Southern University’'s developmerisariiad in
place a senior fundraising officer (personal communication, April 30, 2009) charged with
“coordinating interdisciplinary initiatives for fundraising.” Accordito the CSAO
(personal communication, March 23, 2009), this individual is the “convener of the one-
offs. That is not an official title. Under the individual’s responsibilities esatordination
of interdisciplinary units and they work on prospect identification and cooperate on
events and all kinds of programs so that we are not all stepping on each other’s toes.”
Thus, Southern University’s development division was a large, complex central@perat
with unit staff members to manage fundraising activities in the schools lzgrdanéas. In
summary, this section discussed Southern University’s development culturetheatist
signified by success, results orientation, veteran leadership, teamwogek, and

comprehensive operation with tight controls.
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History of Southern University’s Student Affairs Fundraising Initiatives

To address the research questions on starting a student affairs fundraising
initiative, overcoming the barriers to student affairs fundraising, and stulbess
inserting student affairs fundraising projects among institutional pei®rithis section
discusses the history of Southern University’'s student affairs fundrasiragives.

Southern University’s student affairs fundraising history had three mairsstage
(a) stage one, prior to 2001, marked by an absence of student affairs fundidigiigsa
before the CSAQ'’s arrival, student affairs services, facilities, aindtess being
neglected among the arts and sciences’ fundraising priorities, and the £SAO’
recognition of barriers to introducing a student affairs fundraising efforstage two,
from 2001 to 2007, signified by executive support of student affairs fundraising astiviti
the hiring of the first student affairs fundraising officer, and a focus oaorrgis to
support a $10 million capital project; and (c) stage three, from 2007 to March 2699, wi
the CSAO deciding to create a student affairs fundraising infrastrubitirgy a second
student affairs fundraiser to work on this infrastructure, and establishichgnstaffairs
fundraising priorities predicated on student affairs and institutional missi@hstrategic
plans.
Stage One: Precursors to the Fundraising Effort

Prior to the CSAO arriving to Southern University in 2001, there was no
coordinated student affairs fundraising activity, and student affairs goyece rarely
inserted among institutional priorities by the dean of the arts and sceatwed. In the
CSAOQ'’s (personal communication, March 23, 2009) words, “There was no studest affair

(fundraising) program in place when | arrived.” The initiatives that did agyeang the
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arts and sciences priorities were not strategic ones, according to ti@ GSwuldn’t
say there was a specific student affairs category, but there werdagets that were
related to student affairs embedded among the parts of the campaign.”ueheassthat
the arts and sciences unit development officers were not focused on student affair
initiatives because, in the CSAQO’s words, “they were struggling to comhksteotvn
objectives—the issues relating directly to arts and sciences.” Thusngibgerting
among the arts and sciences’ fundraising projects, student affaatvag were not
viewed as institutional priorities.

Because student affairs initiatives were not often among institutional fsimgdra
priorities, the CSAO saw the need for a dedicated student affairs fungreffort.
According to the CSAO (personal communication, March 23, 2009), there were two
major barriers to launching this effort. The first barrier, identifiedheyCSAO, was that
the university’s schools and departments were reluctant to have anothersingdrai
priority added to the list: “There is also the competitiveness among the utyisetsools
and entities.” The student affairs fundraiser’s (personal communicatioth SARO09)
comment reinforced this notion that the schools viewed their graduates as being under
their control: “unlike the schools ... we don’t have anyone who graduates from student
affairs.” In the views of the provost and deans, student affairs would become another
competitor for development resources and prospects. The second barrier involved the
lack of fundraising skills and interest among previous CSAOs: “The otheéerisaare the
competencies of student affairs officers. None of us are trained i($usthern
University CSAO, personal communication, March 23, 2009). The CSAO also stated that

some student affairs officers do not have the time to fundraise or have art interes
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fundraising: “Not everyone wants to do it.” Therefore, upon his arrival, the CSAO
recognized two major barriers to starting a student affairs funayaafort.
Stage Two: Capital Project Approval and Program Launch

Before arriving at Southern University in 2001, the CSAO made the connection
between fundraising and being an effective university administrator. SA®©&iewed
fundraising as the “culmination of being an institutional ambassador.” The CSAO
believed that this was part of student affairs administrators’ outreachdarthpis
community in their daily roles: “The work | have done puts me in that front line
relationship with constituents, whether it is alumni, parents, or others. So, | ivays al
been thoughtful about that. We are only as good as our relationship with others”
(personal communication, March 3, 2009). The CSAO therefore viewed fundraising as an
extension of the roles and responsibilities of student affairs professionals

Once the CSAO decided to introduce a student affairs fundraising initiative, the
next step was securing executive approval. The CSAO narrated how Western
University’'s president agreed to the request to raise funds for student &ffairs
approached the president and requested the opportunity to develop an independent
student affairs fundraising unit ... she said, ‘Why?’ ... | said because we’rettiotyg
any action. She said ‘OK.™ In reflecting on this conversation: “It was uggrmal. |
provided no data” (Southern University CSAO, personal communication, March 23,
2009).

After the president and provost approved the student affairs fundraising injtiative
the CSAO embarked on raising funds for a large capital project: a mutinrdibllar

concourse linking the central campus to the student center. The concourse’s &2 was
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million (Southern University CSAO, personal communication, March 23, 2009). Along
with the president’s blessing to begin fundraising, the CSAO also received sidepts
approval to approach a member of the board of trustees for a large gift to shpport t
capital project. This resulted in a multimillion dollar gift that was an aiss

beginning for the student affairs fundraising effort.

In these early days of the initiative, the CSAO expressed excitement andfpride
authorship in establishing the student affairs fundraising effort: “We baitiditwe
financed it ... our first parlor events were exciting. It was the first trmewe had done
it. Every event yielded someone who could be a potential donor.” Early in tlagiveifi
the CSAOQ, the sole individual asking for gifts, recognized that assistasoeeeded to
carry out fundraising functions.

Soon after the CSAO secured the first million dollar gift for the project, the
CSAO hired the first student affairs fundraiser for the division and Southeverdity
assigned a central development officer as a liaison to the unit. The studaat aff
fundraiser functioned as a major gift officer to raise the $10 million for tlest center
concourse project. In doing so, this individual “really got the office established”
(Southern University CSAO, personal communication, March 23, 2009). Initially, the
student affairs fundraiser was given the responsibility to devote 50% offrhéatithe
capital project, 25% to developing a career center fundraising initiative, ancb28p6 t
other student affairs initiative. In reality, according to the CSAOQO, thiestiuslent affairs
fundraiser ended up spending 90% of the time on the capital project (Southern University

CSAOQ, personal communication, March 23, 2009).
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At the same time, development assigned a central development offi¢er, wit
decades of experience in the field, to the student affairs unit to coordiedeg)istr
planning as well as donor identification and solicitation for the capital prdjeist
decision by the development division leadership placed student affairs among the othe
school and unit priorities. It was a sign that student affairs had been forewiynized
by Southern University as a fundraising priority. In the development oSieerids
(personal communication, April 30, 2009), student affairs had been placed among the
“five priorities of the provost” from a fundraising perspective. This edwsshift in
institutional culture in which, in the development officer’'s words, individualgogihs
that “you can’t separate the curricular and cocurricular” in “tyingttegreour academic
programs and co-curricular programs.” In this model, student affairs wasdicdo what
is happening to the academic life of the university” (Southern University develdpm
officer, personal communication, April 30, 2009). Thus, with the hiring of a student
affairs fundraiser and the assignment of a development officer asoa liaithe effort,
Southern University recognized the importance of student affairs fumadyaosi
institutional objectives.

The resources dedicated to student affairs fundraising paid dividends: the
fundraising goal was reached within the established time frame and, by 2907, t
concourse project was funded, implemented, and constructed. In summaliiy, ithea
student affairs fundraising effort was, in the CSAQ’s (personal comniiomgcdarch
23, 2009) words, “founded on a single significant project that allowed student affairs t
get some visibility quickly.” This second stage included the CSAQO’s launch oflandt

affairs fundraising initiative, hiring of a full-time staff membeditated to student
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affairs fundraising, the assignment of a central development stafbeng¢mthe unit for
support, and the successful management of a capital project fundraising campaign.
Stage Three: Building Fundraising Infrastructure

By 2007, with the capital project completed, the CSAO planned the next stage of
Southern University’s student affairs fundraising initiative. The first ngijoofficer
had moved on to another position, and this presented the CSAO (personal
communication, March 23, 2009) with the opportunity to ask, “What are the new
priorities? What are my development needs?” Over the course of a year, the WiHA
the help of senior leader in the development division, revised the student affairs
fundraising objectives and student affairs fundraiser’s responsibilitieelping
“constitute our development needs and change the position description.” Whilstthe fir
student affairs fundraiser was a major gift officer, the result wa$ematit focus for the
student affairs development position, which was, in the CSAQO’s words, “a momgcgene
development officer.”

This, in turn, led to a phase in fundraising that was, according to the CSAOQO,
signified by the transformation of “our development efforts to a steady stakel nather
than a big project model.” In this “steady state model,” the student dffanlsaising was
charged by the CSAO to construct an infrastructure involving a “network oti&je
fundraising database, publications, and website (Southern University CSAO, personal
communication, March 23, 2009). Therefore, in the beginning of the third stage, the
CSAO shifted the emphasis from soliciting large gifts to buildingtni@ student affairs

fundraising infrastructure.
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Once the second fundraiser started work, the CSAO communicated clear
expectations to build a “permanent foundation” for Southern University’s studeing affa
fundraising initiatives (Southern University CSAO, personal communication h\2&,c
2009). At the same time, the CSAO recognized that this was not an easy ta&nir a
person shop”: “your job is different, your job is to build a development infrastructure, and
we will work together on a set of initiatives.” The student affairs funeraigho had
political fundraising but no student affairs experience, found that this “wastdifia
daunting task when | started. When | first worked with the vice president ard] aske
‘What are we raising money for?’ he said, ‘Well, we have to figure that(@authern
University student affairs fundraiser, personal communication, April 3, 2009)tin fa
during the first year on the job, the CSAO told the student affairs fundraiséY tha
don’t have to raise any money this year.” Instead of being assessed on ddatsthe
student affairs fundraiser’s performance was judged, according to the sitfdeat
fundraiser, “on relationship building, both internally and externally” (Southemelsity
student affairs fundraiser, personal communication, April 3, 2009). Therefore, th@ CSA
charged the second student affairs fundraiser with building the fundraisiastinéture
rather than raising money for initiatives.

One of the significant features of building the fundraising infrastructusetivea
CSAO and student affairs fundraiser creating student affairs fundraisoniigs
predicated on the institutional and student affairs strategic plans. ¢t t
identification of student affairs fundraising priorities, the studentraftivision had
taken Southern University’s strategic plan as a starting point for the stnitegic plan

(Southern University student affairs fundraiser, personal communication, April 3, 2009)

191



To do so, the CSAO assembled a “task force” comprising student affairs deansrgjirect
and support staff to take the school and university strategic plans and identifyafive m
issues for Southern University's student affairs strategic plan to adéiresn there, the
CSAO wrote the division’s strategic plan and had the entire division partiaipate
reviewing and editing the plan and establishing tangible objectives foo&duhfive
strategic themes (Southern University CSAO, personal communication, March 23, 2009).
To measure the objectives, the CSAO created an assessment office. By d@08atle
CSAO published the strategic plan by posting it on the division’s website.

Meanwhile, the student affairs fundraiser and the CSAO, according to th®,CSA
established “the development categories,” or five broad fundraisingiuvesdhat
stemmed from the student affairs strategic plan themes. According telthleased case
statement, these five strategic fundraising categories wereivasiatirected at raising
money for student leadership development, student mental and physical health, student
career services, student diversity activities, and student civic engaigeme

Once the five broad fundraising categories were established, the studest aff
fundraiser, with the assistance of student affairs subject mattetse)geated specific
fundraising projects. This prioritization process took the student affairsotivabout 8
months, and culminated in a document posted on the unit’s website introducing the five
priorities and calling for gifts to support these initiatives. In a casenséat published as
a mailer and a web document in spring 2009, each of the categories had five to seven
examples of tangible services, programs, and activities that donors couldweniiin
support of the student affairs fundraising priority. To raise funds for thespriorties,

the CSAO and student affairs fundraiser sent out email messages to potentigl donor
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posted the case statement on the website, and held meetings to raise alumni and parent
awareness of the initiatives (Southern University CSAO, personal comriianjddarch
23, 2009). Thus, the third stage of Southern University's student affairs fundraising
history included the CSAO deciding to focus on building a sustainable fundraising
infrastructure, hiring another student affairs fundraiser to replac# anstaber who left
the unit, and managing the process of creating five long-term student affalraising
priorities and related objectives.

In summary, Southern University’s student affairs fundraising history hae thr
main stages. The first stage, from the founding of Southern University @GSRAE©’s
arrival in 2001, was signified by an absence of student affairs fundraising arsbeyc
inclusion of student affairs projects among the arts and sciences fundraismtgepri
The second stage, from 2001 to 2007, featured the CSAO gaining presidential approval to
launch a fundraising campaign for a capital project, collaborating withajgweht and
hiring a student affairs major gifts officer, and successfully compl#tegapital
campaign. The third stage, from 2007 to April 2009, was distinguished by the moaturat
of student affairs fundraising at Southern University with the CSAO decidingateca
student affairs fundraising infrastructure, the hiring of a studentsaftandraiser to work
on this infrastructure, and the establishing of student affairs funuygosiorities
predicated on student affairs and institutional missions and strategic plans.

Student Affairs Fundraising Collaboration at Southern University

This section describes the partnerships that supported Southern University’s

student affairs fundraising activities. This section discusses studaing aifid

development collaboration by viewing these and other key partnerships through the
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perspectives of the CSAO, development officer, and student affairs fundnaiser. |
addition to the interaction between student affairs and development officers, Southern
University’'s student affairs fundraising initiative was also supportetidpitesident,
provost, student affairs staff members, donors, and unit development officers. Student
affairs fundraising involved collaboration that transcended the studensaihd
development divisions. Student affairs and development officer collaboration, however,
was a central factor in the planning and implementation of student affairgigingr
projects at Southern University on the daily and strategic levels. Atrietgae, this
collaboration indicated that there were differences in student affairseartbgdment
subcultures. There was, however, much common ground among the participants’
definitions of what constituted successful collaboration in support of studens affair
fundraising.
Collaboration in Launching Student Affairs Fundraising

Southern University’s CSAO interview revealed that student affairs fisnuyaat
the university involved collaboration with the president and provost, the vice president
for advancement, and student affairs staff members. Executive leadennostr
prominent during the second stage of Southern University’s fundraising historggD
this stage, the president gave the approval for the CSAO to launch the megpéet as
well as the student affairs fundraising program. In addition, this stag@lso marked by
the president authorizing the CSAO to approach a major donor for a gift to support the
capital project. At the same time, the development unit, according to the CSAO,

supported the creation of the student affairs fundraising effort. Therefaell
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institutional support of the student affairs fundraising initiative came Wwéltptesident’s
approval of the capital project.
CSAQ'’s Perspectives on Collaboration

The CSAO'’s interview (personal communication, March 23, 2009) contained
examples of collaboration with development officers in two main respects: (a)
development officers assisting in student affairs fundraising strateginip and daily
operations; and (b) student affairs staff members assisting overalltingtl
fundraising, tracking student involvement, and serving as a student orgamizati
fundraising “gatekeepers.” According to the CSAQO, the main developmeniaisonl to
student affairs on strategic and daily fundraising issues was an individual whom the
CSAO (personal communication, March 23, 2009) nicknamed the “convener of the ‘one-
offs.” This development staff member played a critical role in assistingent affairs
with all parts of the fundraising process. In the CSAQ’s opinion, this arrangentient w
the development division “works very well.”

One tangible example of the strategic guidance provided by the development
officer came in the transition between the first and second student affairaigers,
when the CSAO (personal communication, March 23, 2009) and the development officer
reinvented student affairs fundraising objectives and the student affairs semndrai
position description. In this third stage of student affairs fundraising higtoogher
significant role was raising awareness among all university developfiieets of
student affairs fundraising initiatives so that, in the CSAO’s words, “alletihiversity

fundraisers are our fundraisers.” Therefore, on both the daily and stietegs; the
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CSAO provided examples of the ways development officers supported Southern
University’'s student affairs fundraising.

The CSAO also described the three ways student affairs fundraisisig@skse
development unit work toward institutional fundraising goals. First, the CSA€sta
that, once the fundraising initiative began, student affairs became thedgp¢elof the
student organizations and all of these individual student ideas. Organizing all of them,
vetting them, and wrapping them into the student engagement initiative.” Previously,
development dedicated extensive staff resources to manage student orgahizations
requests. Student affairs, according to the CSAO (personal communicatioh,23arc
2009), “was able to solve that time-consuming problem for development. | said, ‘we’ll
take that problem off your back.” Second, the CSAO pointed out that student affairs
tracked student involvement with specific student organizations to support future donor
cultivation: “we are doing a far better job tracking student involvement so a decade
now we’ll have records.” Last, the CSAO mentioned that the student affairsigingra
initiative and personal donor interactions, above all, focused on “being respective of
larger university fundraising initiatives.” The CSAO explained that “in vilyuevery
call I make or contact | make with alumni or corporate gifts, | feelltblabuld be alert to
institutional priorities and give interest and attention to these priorifiéss’involved
the CSAO reminding alumni of annual fund contribution obligations and referring donors
interested in other institutional priorities to other gift officers. Theegfstudent affairs

played a significant role in supporting institutional fundraising activities.
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Student Affairs Fundraiser’s Perspectives on Collaboration

In my interview with Southern University’s student affairs fundraiser,Hhreet
chief collaboration agents included student affairs staff members, camdrahit
development staff members, and donors (personal communication, April 3, 2009).
Southern University’s CSAO and student affairs staff members were atmouogief
collaborators for the student affairs fundraiser. Southern University'SOC&Aisted in
all phases of the fundraising process, particularly in forming and reviewirsguithent
affairs fundraising priorities. According to the student affairs fuisdrastudent affairs
staff members were also critical in the creation of the fundraisiogtps for the unit. In
addition to the central role in creating the five student affairs fundraisiogties,
student affairs directors participated in conceptualizing specific psajelating to these
fundraising priorities. The student affairs fundraiser described theggo@Ve sat down
and just brainstormed. If we had a pot of money for leadership or diversity ... what
would you spend your money on?” Therefore, both the CSAO and the student affairs
staff members were among the important collaborators according to $outher
University’'s student affairs fundraiser.

Development staff, according to the student affairs fundraiser, collaborated
closely with Southern University’s student affairs division to raise fundsdpal
communication, April 3, 2009). The student affairs fundraiser, central development
officers, and unit development officers worked as a fundraising teare. tBastudent
affairs fundraiser established relationships with development officeraboadition
occurred during all stages of the fundraising process. For example, the siffaient

fundraiser mentioned meeting with development colleagues frequently to “sit ddwn w
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them and tell them here is what we’re working on. How do you think this is going to go
over with a donor ... | really take those cues, that advice, and use them.” Another
interaction occurred when the student affairs fundraiser reviewedflidtors to be
invited to student affairs fundraising events with central development dtaffstlident
affairs fundraiser explained that this collaboration contributed to building & ¢eerd
working relationship.” While there were many levels of collaboration etwiee student
affairs fundraiser and the development unit, underlying conflicts remairfldntieg on

the relationship with development colleagues, the student affairs fund@eduded, “I
would definitely say that it is an ongoing process ... we have definitely made sgme hu
progress ... but people definitely want to maintain control of their prospects.” Despite
some of these critiques of the relationship, the student affairs fundraisdrocated

closely with development staff members on the daily and strategic levels.

The student affairs fundraiser’s third category of interactions raisedgdtien
interview involved donors. One telling interaction was with a parent of a Southern
University student who was asked to contribute to one of the student affairs fundraising
projects. Because of the economic downturn, the parent, in response, raised the idea of an
alternative idea: to hold a career event for students with parents and alumniagiter r
working in a specific industry. The student affairs fundraiser collabovetadhe parent
on the idea and explained the significance of this interaction: “the idea isatbédéee
engaged and then to make her feel invested in what we’re doing. When it does feel like
wealth is there again, then the opportunities will arise and we will beragfitthis”

(personal communication, April 3, 2009). Therefore, according to Southern University’s
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student affairs fundraiser, the CSAO and other student affairs staff membe
development officers, and donors were among the main collaborators.
Development Officer's Perspectives on Collaboration

Southern University’s development officer, who served as the main liaison to
student affairs, identified three main collaborations between studems aifai
development for student affairs fundraising: (a) development assistimglaviy
fundraising operations; (a) development supporting student affairs’ insertion of
fundraising projects among institutional priorities; and (c) the CSAOrggas an
effective institutional fundraising agent.

First, the development officer assisted student affairs with daily opesats
reflected in a monthly meeting with the student affairs fundraiser. Bothutiengtaffairs
fundraiser and development officer found these monthly meetings very helpful. The
development officer viewed the meetings as “very important to keep thingagnovi
along” (Southern University development officer, April 30, 2009). The meetings covered
both daily and strategic items, such as, in the development officer’s words, “gbiaics
on, who are the major prospects, how can we help.” The development officer, in
recognizing that the student affairs fundraiser was a “one-person shopgtiatentral
development support for prospect research, solicitations, cultivation, record keejing
stewardship.

Second, the development officer’'s second major interaction with the student
affairs unit occurred during the strategic planning process. While studains aff
established ideas for fundraising priorities, the development unit, accoodimg t

development officer, “decides whether something is fundable or not...” and whether the
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project “fits the overall goals of what you're trying to achieve” (Southerweéssity
development officer, personal communication, April 30, 2009). This process was a
negotiation in which the development officer communicated with senior leadership,
including the CSAOQO, to “know the top institutional priorities before we can agreketo ta
on that piece.” Then, the development officer, CSAO, and student affairs fundraiser
devised a fundraising strategy to meet these goals.

Last, the CSAO played a significant role in the overall institutional fundeais
effort in creating relationships and soliciting donors. According to the development
officer (personal communication, April 30, 2009), “no one can close better than the
CSAQO.... Itis much harder to say no to the CSAO than it is to say no to me.” Thus, the
CSAO played an important role in institutional fundraising solicitation. Toerge
according to Southern University’s development officers, student affaiebocdtion
involved the development unit providing strategic and daily assistance to studest aff
and also student affairs staff members, particularly the CSAO, supportirigpaeat
objectives.

Collaboration and Student Affairs and Development Subcultures

Southern University’s interview included two examples of the ways differing
student affairs and development subcultures affected the collaboration pideefisst
instance occurred when the student affairs fundraiser asked studentstdfamsembers
to develop ideas for student affairs fundraising projects. The process wadtdaffiiorst,
according to the fundraiser (personal communication, April 3, 2009), because student
affairs staff members were not accustomed to thinking of their initiativeéevelopment

terms: “Some people had trouble understanding or applying these concepts.” &he initi
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result, according to the fundraiser, was projects that were intangiblegs that would

not attract donor interest. The student affairs fundraiser stated that “iewchbdcause
student affairs administrators had not been thinking in terms of what a donor would care
about.” Once the student affairs staff members understood the type of projeatsutita

be attractive to donors, the directors of key student affairs areas suppledndea
according to the fundraiser, “we started to develop the case statemergsahé&bdote
showed how student affairs staff members struggled in conceptualizing stabkent

affairs fundraising projects. This symbolized the differing studeniraffad

development subcultures, with some student affairs staff members havicgtgtif

grasping fundraising concepts.

The second instance was when student affairs fundraiser talked about how the
first weeks on the job involved building relationships with central and unit development
officers to establish “trust” and to “have those colleagues trust that gowoawhat we
call ‘prospect poaching™” (Southern University student affairs fundraisesppal
communication, April 3, 2009). The student affairs fundraiser explained that while the
CSAO judged performance on relationship building, other fundraisers were often
assessed on “dollars in the door.” Building relationships with development officers
involved the student affairs fundraiser setting up meetings with central and unit
development fundraisers about “my own fundraising philosophy” and to tell them that “I
don’t care if it's me bringing in the dollars—what | care about is that thegoros
successful.” This reassured the fundraising officers whose performanceseds ba

primarily on dollars raised. This second instance also delineated therdifserieetween
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student affairs and development subcultures as evidenced in the two unitsigliffer
expectations on the role of a fundraising officer.
Definitions of Successful Collaboration
Although the student affairs and development officers’ exhibited different views
on mission, viable fundraising projects, and position descriptions, there were common
elements in their reflections on what constituted successful collaboratiaiseédunds
for student affairs services, facilities, and activities. These perggetetll into three
main categories: (a) significance of student affairs fundraising to suppbiaitional
initiatives; (b) student affairs fundraising compelling new donors to gitleeto
institution; and (c) student affairs and development collaboration as a synalgibtity.
First, all three officers connected student affairs fundraisingSatithern
University’s institutional development efforts. Southern University’s C$pédsonal
communication, March 23, 2009) noted that the overall role of the CSAO position
required participation “in institutional fundraising broadly.” The CSAfest that this
meant raising donor awareness of other institutional fundraising projectsnaindire
donors of annual fund expectations. Overall, the CSAOQ felt that another expectation as
institutional fundraiser was to serve as an “institutional ambassador” wieseaped the
student affairs division while also showcasing the university’'s “developmienitips.”
Similarly, Southern University’'s student affairs fundraiser (pefdscoramunication,
April 3, 2009) pointed out that student affairs fundraising priorities were atedion
institutional strategic goals and fundraising priorities. Southern Uniyarsievelopment
officer (personal communication, April 30, 2009) also recognized the impomdance

student affairs fundraising in supporting institutional priorities. In theldgment
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officer’'s words, student affairs “is critical to what is happening in thdexog life of the
university.”

Second, Southern University's development officer and student affairs fumdraise
in particular, viewed student affairs fundraising as a creative andieff@ay to engage
Southern University’s donors. The student affairs fundraiser (personal conamic
April 3, 2009) stated that a new group of donors who had never been contacted by
Southern University had been identified through their student organizatiortiafiilia
Likewise, the development officer (personal communication, April 30, 2009) felt that
there was “great opportunity” in the student affairs fundraising areaneotioe
development officer pointed out that projects with direct connections to student
engagement were relatively easy ones for which to raise money. lioadite
development officer thought that student affairs fundraising was not divertingffonads
other areas but tapping into a new donor base: “we believe everything that wengre doi
now is added value—dollars that would not have come in otherwise.”

Last, Southern University’'s student affairs and development collaboration
produced positive results for both units. For the student affairs division, the development
unit offered much-needed assistance in all phases of the fundraising process. The
development officer (personal communication, April 30, 2009) noted that “a one-person
shop can only do so much.” In addition to prospect research, database management, and
stewardship assistance, the student affairs fundraiser (personal comimoanfaitil 3,

2009) stated using development colleagues frequently as sounding boards to review
fundraising strategies. The student affairs fundraiser observed that budtiitignships

with development officers has also helped with donors: “donors will see you're not off
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doing your own thing and that you are part of the larger institution.” For theoghewveht
division, student affairs also supported unit objectives. The development offiteet s
that the CSAO was among the institution’s most effective fundraiserssmgl
solicitations: “no one can close like the CSAO can.” The CSAO (personal
communication, March 23, 2009) also believed that student affairs assisted devglopm
in being the “gatekeeper of student organizations.” This role, in the CSACds woas a
means of “picking off a nuisance” that diverted development officers’ timeesodirces.
The other major collaborative element mentioned by the CSAO and studenst affai
fundraiser was student affairs tracking student involvement to supply development
officers with accurate rosters for alumni engagement and fundraisingspsrpdus,
successful collaboration meant that there were benefits for both the siffdeatand
development units.

In summary, Southern University’s student affairs and development interactions
formed the central collaborative relationship in student affairs fundraBoty the
student affairs fundraiser and development officer played integral mlessons
between the student affairs and development units. Other parties, including ithenpres
provost, central and unit development staff members, student affairs stafienseamnd
donors, were also important collaborators. Although Southern University's stutiers af
and development units had differing subcultures, participants’ definitions ofsstulce
collaboration had common elements.

Southern University Case Study Summary
This section presented the findings of the case study report on Southern

University’s student affairs fundraising practices, particularlyctii@boration among
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student affairs, development, and other institutional partners, in carrying out Simgirai
activities. To prepare the case study report, | analyzed data fromemtspdocuments,
and observations. To establish the context for the case study, | presented iofoonati
Southern University’s organizational culture and student affairs and deveibpme
subcultures.

| organized Southern University's student affairs fundraising history inée thr
distinct stages. The first stage, from the founding of Southern University t&Ghe'€
arrival in 2001, was distinguished by the absence of an organized student affairs
fundraising effort, academic priorities subsuming student affairs funtygsojects, and
the CSAOQO'’s recognition of the institutional barriers to establishing a staffairs
fundraising initiative. The second stage, from 2001 to 2007, involved the CSAQO gaining
presidential consent to launch a fundraising campaign for a capital progectngehe
first major gift to support the capital project, hiring a student affairs furedrassa major
gift officer, having a development officer assigned to the student affatrasuailiaison,
and successfully completing the capital campaign. The third stage, from 2007Ito Apr
2009, was marked by the CSAO editing the student affairs fundraising position
description, introducing a “steady state” fundraising model, leading a staffi@ns
strategic planning process that identified major fundraising priorétre$)aunching a
campaign to raise funds for these student affairs priorities.

The overarching theme of the report was the collaboration among student affairs
development, and other members of the university community in raising funds for student
affairs services, activities, and facilities. The most important oétbekaborative

relationships involved interactions among development officers and studerst ste#
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members, particularly the CSAO and the student affairs fundraiser. Alsdé&gchmong

the important fundraising relationships were the president, provost, donors, and student
affairs directors. Although there were examples of student affairs anapeegit

subculture differences, the relationship also contained evidence of commoticefiof

successful collaboration, as voiced by the student affairs and developfieamnsof
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CHAPTER VI
CONTINUING A TRADITION OF EXCELLENCE:
EASTERN UNIVERSITY’'S CASE STUDY REPORT
Introduction

This case study report presents this study’s findings on student affairsising
at Eastern University. This dissertation’s research questions and itedratework
informed facets of this overall topic and formed the major organizing stesctor this
case study report: (a) institutional, student affairs, and development orgarakat
cultures and practices; (b) history of student affairs fundraising imégtincluding
CSAO actions to establish a student affairs fundraising effort and miicgistudent
affairs fundraising projects among the approved institutional fundraisingci=ogad (c)
student affairs and development office collaboration and other partnershipgyriat
student affairs fundraising and how these relationships were perceivechlstunent
affairs and development officers.

Eastern University’s Organizational Culture and Subcultures

This section delineates attributes of Eastern University's orgamizattulture
and subcultures that overarch student affairs fundraising practices at thsitnive
present Eastern University’s organizational culture, | explore théuitstial culture
before turning to discussions of the student affairs and development subcultures. This
section applies the theoretical framework of this dissertation, Chaffee andyfse
(1988) organizational culture model, to Eastern University and its student afi@irs a

development units.
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Eastern University’s Organizational Culture and Practices

Eastern University’s organizational culture had four major attributes tiagted
student affairs fundraising practices: (a) amid the recent economicutayan
endowment that was much lower on a total and per capita basis than many of its peer
institutions; (b) an institutional culture with a legacy of fundraising anah@ailu
engagement; (c) an institutional commitment to outside-of-the-classroomiest
including community building, diversity, leadership development, and public service; and
(d) a decentralized administrative structure.

From Eastern University's leaders’ perspective, the university’s endaotvm
placed it at a disadvantage compared with peer institutions (Eastern Ugi@S8i0
and development officer, personal communication, April 13, 2009). The endowment, in
fact, was listed among Eastern University’s weaknesses in its 20@g)straian. In
comparing Eastern University with its peers, the plan stated that the ugivers at a
disadvantage when considering other institutions with “larger endowmentsgrsmal
student bodies, or more limited programmatic scope.” Thus, one of the features of
Eastern University’s culture was the notion that there were scarceaesdor
competing interests among members of the university community.

Eastern University’s history, mission, and strategic plan contained eviderze of t
university’s firm commitment to fundraising and alumni engagement. Easteversity
was endowed with gifts of land and money from its initial benefactors. Thesetonte
alumni supporting the Western University by giving their time and monéyeto t
institution were woven into the campus culture. Eastern University’s stratagic pl

released in 2008, had evidence of the prominence of alumni engagement and fundraising
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in Eastern University’s culture. One of the introductory sections of the platedetzat
philanthropy played a significant role in Eastern University’'s funding streictimder
strengths, the strategic plan noted that Eastern University’s alumrex@emely loyal

and supportive of the university.” In addition, the 2008 alumni giving rate of over 30%
was evidence of alumni loyalty and placed Eastern University among the top 20
universities nationally in this category (“America’s Best Collgg2809). One of the
major financial goals of Eastern University’s strategic planwdgied a capital campaign
goal of $4 billion by 2011 along with a $500 million per year fundraising goal for 2011
and after. These two milestones formed the short-term objectives for Easteensity’s
development unit. Thus, Eastern University’s strategic plan placed great énphas
alumni engagement and fundraising, as indicated by a commitment to beitireadt

the organizational culture.

The interviews | conducted at Eastern University contained evidence of this
theme of fundraising and alumni engagement as campus traditions. The development
officer’s (personal communication, April 13, 2009) opening remarks stated that Eastern
University had a “tradition and legacy of alumni affairs and fundraisindtérAeing
founded with a gift, Eastern University, according to the development officer, had been
fundraising for a longer time than other institutions which began theséiastmuch
later in their histories. The development officer (personal communicatmpm, 143,

2009) elaborated on the alumni engagement theme by stating that alumni actigities ha
been a tradition at Eastern University “for over 100 years.” In the develoffieet’s
opinion, alumni engagement and donating funds to the Institution were messages

communicated “to the student body as much as possible” (personal communication, April
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13, 2009). As a result, both alumni affairs and fundraising formed an integral part of
Eastern University’s organizational culture.

Eastern University’s strategic plan placed student affairs amonigstitetional
priorities. While Eastern University’s mission did not directly mention stualiéaits
activities, the current strategic plan had a number of references to stfdest projects
and activities. The references to student affairs topics among the overalbfthed
strategic plan included campus housing, diversity programming outside of theatass
local community service activities, fostering a “learning community ... in apdnokthe
classroom,” civic engagement, providing “opportunities for students, facultyafhtbs
participate together in intellectual, spiritual, cultural, athletic, andcgeactivities,” and
creating and sustaining “an environment that promotes personal growth and discovery
the pursuit of healthy minds and bodies, and engagement in a caring community.” In
addition, student affairs, along with Eastern University’s schools and othemiattative
units, had a goal summary page in the strategic plan’s appendix. The page emnutinerate
student affairs unit's mission and strategic goals. Thus, student afftuities were
among the strategic plan’s goals and were listed in the appendix among Eastern
University’'s schools, departments, and administrative areas.

Eastern University’s decentralized administrative structure veairtal part of
the organizational culture relevant to student affairs fundraising. Easterersity’s
decentralized organizational structure was listed as one of the univensgksesses in
the strategic plan. Moreover, during my interviews with student affairs antbpgenent
officers, the decentralized structure of the university arose during edwhioférviews

(Eastern University CSAO and development officer, personal communicatioh 1Bpri
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2009; Eastern University student affairs fundraiser, personal communication3@pril
2009). One of the individuals | spoke with pointed out the decentralized nature of alumni
affairs on campus by stating, “we also have alumni affairs and developmeawhionfehe
colleges ... so central alumni affairs sometimes goes one way and cojtetiesr own
way ... that's one area where there is disconnect where the potential is geesth@l
communication, April 13, 2009). Thus, Eastern University has a decentralized, unit-based
organizational structure.

In summary, this section discussed Eastern University’s organizatiotakcul
relating to student affairs fundraising activities. Eastern Univésincerns with its
endowment, tradition of alumni affairs and development, commitment to studerg affai
activities, and decentralized organizational structure all influenced thesityige
student affairs fundraising practices and collaboration.

Eastern University’s Student Affairs Subculture and Practice

Eastern University’s student affairs subculture was marked by the fojowi
attributes: (a) student affairs mission emphasizing financial managentefuralraising
goals; (b) student affairs as a large, centralized unit with endowed sepaseaad
positions; and (c) CSAO having veteran experience and reporting to the preSeaieh
of these factors influenced the nature of student affairs fundraising atrEdstiversity
and the interactions among student affairs and development staff members.

Eastern University’s student affairs mission statement, above all @sgtdo
support the institutional mission while also detailing the unit’s financigbresbilities
and fundraising goals. The statement mentioned major student affairgesctwifulfill

the institutional mission, including such things as student leadership developrient, ¢
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engagement, academic achievement, and community building. Among thesertaaditi
student affairs statements, however, was an entry calling for prudentdinanc
management: “maintaining a responsible balance between the creatioriarg dé
these programs and services and available human and financial resoulsestHefirst
divisional goal listed contained a sentence that refers to the Easterndiyisatudent
affairs fundraising goals: “Raise funds ... to support faculty, students, ahieam
support of the learning environment.” Thus, Eastern University’s student affigssn
statement indicated that financial management and fundraising were #raanut’s
core priorities, goals, and activities.

Eastern University’s student affairs unit, perceived by an intervieweedddnge
division, had key departments endowed by fundraising and aligned with organizationa
culture and campus needs. The student affairs division, with over 30 departments and
service areas and over 700 full-time professional staff members, took aniegpans
customized approach to delivering student support services. In addition to core student
affairs functions, Eastern University’s student affairs unit also encssegdaathletics,
merit scholars, peer advising, tutoring services, and the university aegisiro
individuals with whom | spoke (personal communication, April 13, 2009) considered the
student affairs division “huge ... it just covers ... the breadth of the university....” The
student affairs division, that same individual stated, had “the largest part of the budget,
the largest number of staff.” According to these interviewees, studems dfflaned the
third largest unit at the university.

Key student affairs service areas and positions have been endowed at Eastern

University. These services and positions indicated the importance of fundraisingg |
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student affairs organizational culture. The titles of key service areagjimgthe health
center, peer advising program, and scholars program, were named giteéattons or

donors who have established endowments for those offices or programs. In addition, key
student affairs positions, including the athletics director and dean of studenta)swere
named after donors who funded these positions. Eastern University’s studest affair
division’s organizational structure took a centralized approach to delivering student
services that also included unique departments and endowed positions and services to
address institutional needs.

Eastern University’s CSAO was a veteran leader who reported directy t
university president. This provided student affairs with visibility on the institat level.
Having attended Eastern University as an undergraduate and doctoral stude8A@e C
had decades of higher education leadership experience and a wealth of institutional
knowledge accumulated at the time of the interview. In addition, with experience
managing financial aid, admissions, and student affairs, the CSAO’s slaticet
managerial talents were well-known at Eastern University (Eastexeidity, student
affairs fundraiser, April 30, 2009). This also translated to fundraising beioggthe
CSAOQ'’s (personal communication, April 13, 2009) roles for some time: “Part of my
responsibility is to do some of the ... asking. Because | have been at this instidution s
long, | get asked to serve as the university executive ... to talk about finadcidlre
CSAQO's responsibilities, including over 30 departments and programs with oveaif00 st
members, showed that this leader had earned the trust and respect of Eastesitiynive

executive leadership.
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In summary, this section discussed four main attributes of Eastern Uniersity’
student affairs organizational culture, those being the financial and fundrdiemes in
the student affairs mission, large perceived size of the division, endowments supporting
key service areas and positions, and the CSAQ'’s veteran leadership. Thede were a
factors that influenced student affairs fundraising practices and stutherg ahd
development interactions.

Eastern University’s Development Subculture and Practices

Eastern University’s development subculture was distinguished by the ifadlow
attributes: (a) centralized organization of the development division with adradf
excellence and success; (b) the development division as a highly functioningisaterpr
with a solid national reputation for fundraising and alumni functions; and (c) recent
institutional budgetary pressures and development structural changes bechese of t
2008-2009 economic downturn. Each of these factors influenced the nature of student
affairs fundraising at Eastern University and the interactions amodgrdtaffairs and
development staff members.

Eastern University’s development division combined alumni affairs and
development functions within one unit. The central mission of the division, according to
the development officer (personal communication, April 13, 2009), was the responsibility
for “raising money, engaging alumni.” To do this, the development officer enzplasi
that while some units have separate alumni and fundraising functions, “ours is etynplet
integrated.” The reason for this, according to the development officer, \atedred “the

engagement step to fundraising ... we don’t say this is where alumni affairs tdave
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and where development starts.” Thus, Eastern University’s development unit had a
centralized organization combining alumni affairs and development.

Eastern University’s development unit had a history of success in engaging
alumni and raising funds. The development officer (personal communication, April 13,
2009) stated that a vital part of the unit’s culture was the “Universitydgitva and
legacy of alumni affairs and fundraising.” This history meant that therewasture
infrastructure in place, that “we have just been doing it for a long time.; dbupled
with the institutional culture attributes, produced a culture of alumni engagentent a
giving that instilled the expectation for students and alumni to give back to thetiostit
“You have the responsibility to share this, to ensure the institution’s success ... the
responsibility of alumni is also to support it and volunteer for it” (Eastern Usiiyer
development officer, personal communication, April 13, 2009). This success translated
into national prominence among higher education fundraising professionalsemn re
years, the CDO won a national award from the CASE. Moreover, the development officer
mentioned that enhancing the higher education fundraising profession, in general, was
among the development unit’s overall goals. Eastern University’s develoghsnn
had a rich heritage and was considered a national leader among advancetsient uni

Notwithstanding the development unit’s tradition of successful fundraising and
alumni engagement, during my visit to Eastern University in April 2009, the economic
downturn of 2008—2009 was influencing the division in many ways. One interviewee
remarked that there had recently been widespread changes in the developrsient divi
“there have been layoffs, redefinitions, retirements, and they are puttingta back

together” (personal communication, April 13, 2009). Before my visit, the unit announced
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that it was reducing the number of staff members in response to a stratégigertio
“tighten up resources and increase efficiency.” Campus newspaper repdms on t
reorganization included information that the division was placing largeectust major
giving officers and development officers in major cities. The reorgaoizatso included
the introduction of software to assist Eastern University reach and keep in eattiact
alumni through a web interface. Development leaders (personal communication, April
13, 2009) were hopeful that this reorganization would enhance overall unit effectiveness:
“we’re actually doing it to invest in other parts of the division.” Thus, the finait fatc
Eastern University’s current development culture was reorganization midse of the
2008-2009 recession.

In summary, this section discussed Eastern University’s development unit’s
centralized organization, tradition of excellence that has produced reocognithe
higher education fundraising profession and alumni affairs, and changes in orgaalzati
structure because of the economic situation.

History of Eastern University’s Student Affairs Fundraising Initiatives

To address the research questions on starting a student affairs fundraising
initiative, overcoming the barriers to student affairs fundraising, and stulbess
inserting student affairs fundraising projects among institutional pei®rihis section
discusses the history of Eastern University’s student affairs fundyamstiatives.

Eastern University’s student affairs fundraising history had four maiestéa)
stage one, from the Eastern University’s founding to 1995, distinguished by a nascent
student affairs fundraising effort led by the current CSAQ’s predecass a long-

standing institutional goal to introduce a residential campus project; (b) stagedn
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1995 to 2003, marked by current CSAQO’s arrival, executive support of the residential
project, and collaboration with the president and development to raise funds for a new
residential campus for upper division students; (c) stage three, from 2003 to 2008,
signified by the establishment of strategic student affairs imégtiincluding residential
facilities and programs, student center, health and wellness, mental tigalth,
engagement, scholar and mentor programs, and intercollegiate athletiessing¢gdand
(d) stage four, from 2008 to April 2009, featuring the CSAQ’s continuing leadership i
institutional and divisional fundraising and current capital campaign pebeing
affected by the economic downturn.
Stage One: Nascent Fundraising Efforts

Eastern University’s first stage of student affairs fundraising lyistatuded the
hiring of a student affairs fundraiser, the placement of student affaosainstitutional
fundraising priorities, and a focus on donor prospects among alumni with fraterdity
sorority affiliations. During Eastern University’s capital campalwat ended in 1995,
according to the CSAO (personal communication, April 13, 2009), some student affairs
goals were placed among the overall fundraising priorities. The fundraisimg this
first stage, however, centered on soliciting donations from affluent alumni who had
fraternity and sorority affiliations, and using those funds to enhance Greek life. To
support the fundraising for student affairs, the CSAQ’s predecessor hirecstistuittent
affairs fundraising officer, who focused primarily on Greek life projddisanwhile, the
institution’s leadership identified a long-standing need to createdentisii community
on campus for sophomores, juniors, and seniors. Therefore, the first stage of student

affairs fundraising history occurred right before the current CSAOnaased to the
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position and it featured the hiring of a student affairs fundraiser and idenbificdtthe
need for a large residential capital project.
Stage Two: Capital Project and Expansion of Efforts

Eastern University’s second stage of student affairs fundraising hisiganb
when the current CSAO took the post in 1995. In reflecting on 15 years of leading a
student affairs fundraising effort, the CSAO (personal communication, 2rR2009)
stated, “Well, certainly, the community for upper-division students has been thetBigges
Immediately upon taking the position, the CSAO was asked by the university president t
collaborate on a major residential life fundraising project. The CSAOeealy to work
on this project. Previously, the CSAO successfully managed a successfull@b mi
scholarship campaign at Eastern University.

The major residential fundraising project, according to the CSAO, wasicedce
because of an institutional need to house sophomores, juniors, and seniors. This issue
vexed Eastern University for over 2 decades (personal communication, April 13, 2009).
The CSAO attributed the project to the board giving the president a mandate to address
the issue with a far-reaching initiative: “It was because of the presitests his
priority. You don’t get a $100 or $200 million dollar commitment without it being a
priority of the president” (Eastern University CSAO, personal commuaigatipril 13,
2009). Therefore, the student affairs fundraising program was expanded with a large
residential life capital project that was a priority of Eastern Usity¢s board and
president.

During all stages of the residential project, the CSAO worked closely with

Eastern University’s president to conceptualize and implement thisifiestal priority.
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Initially, the CSAO and president, in the CSAQO’s words, “spent a lot of timarfigtinis

out, what was going to be the right model” (personal communication, April 13, 2009). In
the end, it was the president’s idea of having all first-year studentsdonaespecific

sector of campus and to construct residential facilities to accommodate the sagshomor
juniors, and seniors (Eastern University CSAO, personal communication, April 13,
2009). This large capital project brought with it a price tag of over $200 milliore Onc
this was the residential model to be implemented, the president, according to e CSA
said, “I'll go to the board to seek the financial support. You need to get youomstaff

board with this new model and educate them about what we’re going to do.”

The CSAO also had the responsibility of assembling a faculty, student, and staff
committee to put together the residential plan. In addition, the CSAO managed the
student affairs fundraiser, who played a crucial role in raising funds foedktential
facility. In reflecting on these early days, the CSAO (personal commiamcApril 13,

20009) stated, “I had the good fortune of being vice president at a time when this was a
priority of the president and the board.” This priority translated into the residemiect

as well as other student affairs initiatives being included among cagt@acgn and
annual fund priorities. Therefore, the second stage of Eastern Universitéemnsaffairs
fundraising history included the conceptualization and launch of a major residential
project and related fundraising campaign because of an institutional prigogrsed by

the board and the president as part of the larger institution’s comprehensive fgdrais

campaign.
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Stage Three: Fundraising Successes Continue

Eastern University’s third stage of student affairs fundraising fechtine
completion of the residential initiative and the CSAO and student affairs feedrai
conducting fundraising campaigns, encompassing both opportunistic and strategic
priorities, to build on the success of the capital project.

In this stage, with the successful completion of the residential project and its
fundraising goals, Eastern University’s executive leaders vistuetent affairs as a
formal fundraising unit in the same fashion as the library or one of the schools.
According to the CSAO (personal communication, April 13, 2009), student affairs
fundraising evolved at Eastern University to the point at which student affars wa
considered to be similar to a school or unit like the library. In the CSAO’s words, “We
take on the responsibility to raise funds the same as schools take on responsibility fo
fundraising.”

To continue the fundraising momentum, the CSAOQO, student affairs fundraiser, and
development liaison created opportunistic and strategic fundraising campaigns.
Opportunistic student affairs fundraising initiatives were the result affgpdivisional
or institutional needs or donor interests. Fundraising addressed studentafisiosal
needs by endowing the student health center and sponsoring mental health awareness
programs for the university community. According to the CSAO (personal
communication, April 13, 2009), mental health projects garnered “significant, multi-yea
commitments from donors and foundations.” The donations funded a mental health

outreach system for students with on-call counselors for peak periods during reidterm
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and final exams as well as a student mental health awareness trainiragmpfogfaculty
and staff members.

Donor interests also spurred fundraising to support Greek life programs., In fact
according to the CSAO, throughout Eastern University’s student affairs feimgyai
history, the unit has “had great success in the Greek life area.” Thesadungdefforts
capitalized on Eastern University’s large Greek system and the large nointther
university's alumni willing to support their fraternity or sorority. In aduditto
supporting individual chapters, donors, primarily alumni, sponsored leadership, advising,
and mentor programs for fraternity and sorority members. Thus, fundraising sdpporte
opportunistic projects that addressed institutional needs and appealed to doestsinter

The student affairs “strategic priorities,” including residential paotg, first-year
retention and academic support programs, mental health initiatives, recreaten aed
civic engagement, were established as a result of division-wide discussiomsliog
key programs and services to fulfill institutional and student affairks gaacording to
the CSAO (personal communication, April 13, 2009), these strategic priorities were
created when “we tried to think about across the division, recognizing each uhiavell
operational priorities.” The budget and development units reviewed these fundraising
priorities, according to Eastern University’'s CSAO and development officesofped
communication, April 13, 2009), to determine the projects’ fundraising and budgetary
feasibility. Then, the priority list was escalated to the president, pro@asstsenior
leadership for approval. The end result was the inclusion of these projects amieng Eas

University’'s annual fund priorities.
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Initially, residential communities, first-year student support, and menttthhea
outreach and education were among the first student affairs strategites
established. Later, the CSAO added civic engagement to the divisioregistrat
fundraising priorities. Fundraising for these strategic priorities gedvanized by their
continued inclusion among Eastern University’s annual fund goals. By the 2007/2008
academic year, the student affairs division’s annual report includecaict! blurbs
recognizing donors and showing the influence of donations on individual students. One
intention of the annual report, according to the CSAO (personal communication, April
13, 2009), was to “show the donors how their dollars are making a difference.”
Therefore, the third stage of Eastern University’'s student affairs femdydistory
included the transition from the capital project to a series of student &ffiathsising
projects that were inserted among annual fund and capital campaign priorities.
Stage Four: Recession and Retrenchment

By 2008, initial indications were that Eastern University was entering a fourth
stage of student affairs fundraising history. Time will tell whetherras indeed another
stage of student affairs fundraising history or just a temporary reaigse to the
2008-2009 recession. Nevertheless, between 2008 and April 2009, this stage was
dominated by retrenchment in terms of a shift in institutional priorities fagprat
projects to raising funds for financial aid and student affairs fundraisictqas affected
by the development unit’'s reorganization. The CSAO described how student affairs
priorities were eclipsed by other institutional priorities, prima@iging funds to support
scholarships: “Now, we’re in a capital campaign and financial aid is our number one

priority, and endowed scholarships are second. So, here we sit with these things being

222



important, we are saying, ‘how about us?” (personal communication, April 13, 2009).
This, in turn, caused student affairs to shift their own priorities away frortatapi
projects: “we’ve reprioritized things to take a lot of money out of facilit{&sistern
University CSAO, personal communication, April 13, 2009). The result was a focus on
residential programming, first-year advising, tutoring, and progragpnoareer services,
and mental health within the annual fund’s fundraising priorities. At the samehiene, t
CSAO asked the student affairs staff to narrow their fundraising priogiveen the
institutional priorities and current economic situation. Therefore, the ecosgmation
and its affect on Eastern University led to student affairs shifting fisilyepriorities
away from capital projects and a narrowing of divisional fundraising pasriti

Student affairs fundraising was also influenced by the changes in thepiaealo
division. One interviewee remarked about the current state of Eastern Uwgigersit
development office that “you are getting the Eastern Universitg atast disruptive
time, with the restructuring of its fundraising efforts” (personal comnatioia, April 13,
2009). For one, a development position dedicated to raising funds from donors with
fraternity and sorority ties to support the Greek system was eliminatedtitroa, with
the implementation of a new alumni affairs model, the CSAOQ felt that therel \wooah
be changes in student affairs fundraising practice. This theme of changg astdfhew
models pervaded many of the conversations on student affairs fundraising. In the words
of the CSAO: “From the structure as | have seen, and it may be in complete thex
future, it seems that we will continue to have a director of student affairs i&ingta
(personal communication, April 13, 2009). This was further evidence that student affairs

fundraising was undergoing a period of transformation. In turn, the reorganization of the
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development unit meant changes in the relationships among student affairs and
development staff members. Therefore, during my visit, student affairs fsingravas in

a transitional phase caused by the economic downturn and the resulting changes in the
development unit’s organizational structure and institutional fundraising andifihanc
priorities.

In summary, Eastern University’s student affairs fundraising historynsobfour
major periods. The first stage, from Eastern University’s founding to 1995, involved the
establishment of a student affairs fundraising position and a focus on Greek life
initiatives. The second stage, from 1995 to 2005, included the current CSAQO'’s
appointment, the president and CSAO planning and implementing a major residential
capital project, and the identification of other student affairs fundraisinggiso)Vith
the completion of the residential project, the third stage, between 2005 and 2008, featured
the establishment of additional student affairs priorities, both as opportunistic and
strategic projects. The fourth stage, between 2008 and April 2009, brought a
retrenchment in student affairs priorities in response to economic conditionsigedod t
change brought on by a development unit reorganization. Additional time is needed to
indicate whether this fourth stage marked a permanent reduction in resources in support
of student affairs fundraising or a just a temporary realignment brought on by
extraordinary economic circumstances.

Student Affairs Fundraising Partnerships at Eastern University

This section describes the partnerships that supported Eastern Univensdgis s

affairs fundraising activities. This section discusses student adfadrslevelopment

collaboration by viewing these and other key partnerships through the perspectnees of t
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CSAOQ, development officer, and student affairs fundraiser. In addition to thactber
between student affairs and development officers, Eastern University sitsétfiidérs
fundraising initiatives were also supported by the president, student afédfrs
members, students, donors, central and unit development officers, and, to a lesser extent
faculty members and academic officers. Student affairs fundraisingy&u/ol
collaboration that transcended the relationships between the student affairs and
development divisions. The student affairs and development officer collaboration,
however, was a central factor in the planning and implementation of studerst affai
fundraising projects at Eastern University on the daily and strategis.l@ye student
affairs and development units had different subcultures and missions. The study’s
participants, however, had similar notions of what constituted successful fumglraisi
collaboration.
Collaboration to Support the Residential Project

The largest project in Eastern University’s student affairs fundepigstory, the
$200 million residential initiative, was evidence of multifaceted studeaitsff
fundraising partnerships. The project’s inspiration derived from the president add boar
of trustees who approved the initiative as an institutional priority. The presidént
CSAO collaborated on the idea behind the initiative. Then, the president, board, CSAO,
and development unit handled the financing of the project while the CSAO, student
affairs unit, academic affairs staff members, and students formed ¢ne@gtommittee
for the project. While the roots of the student affairs fundraising initiative extbefore
the CSAO was named to the position, these collaborations were what triggened, in t

CSAOQ'’s words (personal communication, April 13, 2009), “our development unit

225



treating us like the other units or schools or athletics.” Therefore, thetlarggsct in
Eastern University’s student affairs fundraising history involved a vaoiety
collaborations that spanned the university.
CSAQ'’s Perspectives on Collaboration

In addition to partnerships formed for the residential initiative, my interwelwv
Eastern University’'s CSAO (personal communication, April 13, 2009) contained
evidence of collaboration with the student affairs fundraiser, studensadtaff
members, development unit, and donors as the major interactions in student affairs
fundraising. In the CSAQ'’s years of service at Eastern University Wenethree
student affairs fundraisers (Eastern University CSAO, personal comationicApril 13,
2009). The student affairs fundraiser reported to development as a unit officer. The
CSAO explained that the strength of this arrangement was that developnrentdicage
this person for security purposes” to provide oversight over fundraising fihancia
transactions and donor records primarily. The other major strength to having the stude
affairs fundraising report to the development unit was that that “is whergpbeise
around fundraising is.” There was a close proximity and much contact between the
CSAO and the student affairs fundraiser: the fundraiser sat in an officertdjathe
CSAO and attended student affairs senior staff meetings. The CSAO atsathslithe
student affairs fundraiser’s crucial role in the student affairs fundgagdfort: “having a
director based in the unit is critical because that person can do more travel thin myse
alone. That person can do 'the ask'’ or position me to do 'the ask™ (Eastern Wniversit

CSAO, personal communication, April 13, 2009). Therefore, the CSAO and student
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affairs fundraiser collaborated closely to raise funds in what was yedday the CSAO
to be an effective partnership.

The CSAO also worked closely with student affairs staff members infidegt
the student affairs fundraising priorities. This process involved student affsistaat
vice presidents, deans, and directors preparing “wish lists” for projects forssidnmto
the CSAO and for further discussion. The end goal was “articulating a set dfgwior
that we tried to think about across the division, recognizing each unit would have
operational priorities” (Eastern University CSAQO, personal communicatipnl 13,
2009). In some cases, depending on institutional priorities established by Eastern
University’'s executive leaders, the CSAO had to announce to student affitlsadta
“we have to ... narrow our priorities, and | have to police my staff and say thaathe w
we are going to support your area is through annual fund giving.”

The development division figured prominently in my interview with Eastern
University’'s CSAO. One of the CSAO’s comments succinctly summarized évgrofi
the relationship between student affairs and development: “I am the consuméarst dol
They are the generator of dollars” (personal communication, April 13, 2009). In
addition, the CSAO attributed part of the fundraising success to the development unit
handling the student affairs division like the other schools or units. At the sameheme, t
CSAO also recognized that the development division “is where the expertise around
fundraising is.” Thus, according to the CSAO, the development unit had a vital role in
student affairs fundraising.

Students and donors, primarily alumni and parents, were also among the

collaborators mentioned in my discussion with the CSAO. The CSAO emphasized the
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utility of having students participate in fundraising campaigns for their owrlagewaent

and to support the campaign itself: “they become a large part of the dageesta...

then you would let a student speak with a donor. All you had to do was get out of the way
at that point” (personal communication, April 13, 2009). Students also figured
prominently in Eastern University’s annual report from 2007 to 2008, which included
examples of how fundraising projects influenced individual students. Donors were
prominent participants in the student affairs fundraising process. In the '€ 8&€s,

when cultivating alumni donors, “the student life area is a great way to begin a
conversation with a prospective donor ... for many folks, while they may have had a
terrific education experience, what they remember are their student ineriteeivAt the
same time, parents are also a natural donor group: many parents “want to do it in the
student life area” particularly through annual fund gifts (Eastern Uniye&2SAO,

personal communication, April 13, 2009). Donors also exercised agency in determining
the shape of student affairs fundraising initiatives. The CSAO spoke of donors with
interests in Greek life creating the concept of a Greek leadership mgrpoogram at
Eastern University. In addition, an alumna interested in mental health donatedofunds t
sponsor a communications program to raise awareness among members of the campus
community on mental health issues. Therefore, both students and donors played
significant roles in Eastern University’s student affairs fundraisifogteln summary,

from the CSAQO’s perspective, Eastern University’'s president, studemms dffadraiser,
development unit, student affairs staff, students, and donors were among the major

partners in student affairs fundraising.
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Student Affairs Fundraiser’s Perspectives on Collaboration

During the conversation, the student affairs fundraiser referenced thi@e maj
categories of collaborators: (a) the CSAO and other student affairs stafiens; (b)
development staff members; and (c) donors.

At the time of the site visit, the student affairs fundraiser had serveddoaov
decade at Eastern University as a development officer and had been workimg in t
student affairs division for about 3 years at the time of our conversation (Easter
University student affairs fundraiser, personal communication, April 30, 2009)ricaste
University’s student affairs fundraiser, with grounding in development and stutherd a
culture, served in a crucial role for the student affairs fundraisingtimitial he student
affairs fundraiser believed the position was as an “embedded officer,” hilat w
reporting to the development unit, the “people | see every day are the studest aff
people” (Eastern University student affairs fundraiser, personal commanijc&pril 30,
2009). The student affairs fundraising viewed the role as having six main parts: annual
fund management, major gifts, stewardship, systems management, communiaations
prospect management.

Sitting adjacent to the CSAO, the student affairs fundraiser partnered neost oft
with the CSAO, student affairs staff members, and development officersrricast
University’'s student affairs fundraiser’s central working relationsiwg@e with the
CSAO and other student affairs staff members. The individual the studerg affair
fundraiser worked most closely with is the CSAO, who is located “only four stegs awa
from me.” The student affairs fundraiser’'s main responsibility was “tcersake that the

CSAQ's priorities are attended to,” relating to the strategic plarandgiaily
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management of student affairs fundraising activities (Eastern @itiwetudent affairs
fundraiser, personal communication, April 30, 2009). The student affairs fundraiser made
the point that these activities extended to the CSAQ’s “leadership teagxafople the

dean of students or director of the health center.” According to the studergt affair
fundraiser, this collaboration included attendance at student affairs saffionegtings

and working with “all of the student affairs director and vice presidentsyedsas such
activities as fundraising trips. One of the student affairs fundraisenarks summed up

her role for Eastern University’s CSAO and student affairs unit: “wheonites to
development, | am their eyes and ears.”

Eastern University’s student affairs fundraiser also reported to andgmeficant
collaborations with the development unit. The CDO completed the student affairs
fundraiser’s performance evaluation (Eastern University student afiadsdiser,
personal communication, April 30, 2009). The student affairs fundraiser called most of
her interactions with the development unit “internal marketing,” or rag@vglopment
officers’ awareness of student affairs fundraising projects and prso@mne of these
collaborations, in the student affairs fundraiser’s words, involved briefingpfrgdj
officers on what is being offered to students or | offer to make the visitfimysiedo
whatever it takes. | am totally the liaison.” Thus, Eastern Universtydent affairs
fundraiser also had extensive partnerships with development officers.

The final constituency that the student affairs fundraiser talked about in the
conversation was the donor base. According to the student affairs fundraisen Easte
University’s student affairs fundraising donors were primarily parentsiamahi

(Eastern University student affairs fundraiser, personal communicatioih 38p2009).
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In fact, the student affairs fundraising listed meeting donors as the éaspiéct of her
job: “talking to people about life ... and people who say yes to the visit are abeldy
selecting. Already interested in giving. Therefore, very interesting” (Eastern
University student affairs fundraiser, personal communication, April 30, 2009). The
student affairs fundraiser emphasized the importance of engaging donors actthgolle
their ideas throughout the development process. Therefore, the student afidiassing
main collaborators included the CSAO and other student affairs staff members,
development officers, and donors.
Development Officer's Perspectives on Collaboration

Eastern University’s development officer’s interview also containedkece of
student affairs and development collaboration to raise funds for student afgctr
From the CDOQO'’s perspective, the chief collaboration between development and student
affairs occurred as formalized interactions. The CDO (personal comrtianjoapril 13,
2009) explained that “we have a formal relationship and agreement, a memorandum of
understanding ... to raise funds for ... approved priorities.” The CDO also recognized the
relevance of student affairs projects, particularly the residentialting, to enhancing
student life in providing “a top-shelf experience.” This outside-of-thescteom
experience, according to the CDO, had great value for students and the instiftheyn: “
are not just going for academic coursework. They are going for all of thef tee
experience.” Therefore, the CDO portrayed student affairs and developmenociltan
as a formalized process tied to the central institutional mission.

The CDO'’s interview also emphasized the agency of donors, particularly students,

alumni, and parents, in raising funds for student affairs programs and actMitiesi
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engagement occurred during student orientation when, according to the CDO, students
were told “you are here because someone made it possible for you to be herpart it's
of your opportunity and obligation that the university is in perpetuity ... it's kind of the
responsibility and a stewardship” (Eastern University development offieespnal
communication, April 13, 2009). This theme of giving back to Eastern University was
also reinforced, according to the development officer, through alumni engaigeme
initiatives linked to student affairs fundraising events and activitieselimgtiatives
called for alumni to support the university by volunteering or donating moneyitto the
previous student organizations and activities. Therefore, the content of the mteithe
Eastern University’s development officer indicated the main studentsafifiaidraising
collaborators were student affairs staff members, development officdrstuatents,
alumni, and donors.
Collaboration and Student Affairs and Development Subcultures

During the conversations with participants, there was evidence of the differing
subcultures present among the student affairs and development staff membetheFrom
student affairs fundraiser’s vantage point, the student affairs and developntemat uni
Eastern University had differing cultures. According to the student aftmosdiser
(personal communication, April 30, 2009), student affairs staff members were “in the
business of student development no matter what.” This translated into studenstfhirs
members seeking to produce the most positive student experience. By contrast,
development officers “are looking at the bottom line and saying how can | use my
resources most strategically ... they are coming at it from a businde’ @astern

University student affairs fundraiser, personal communication, April 30, 2009). The
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student affairs fundraiser believed that these differing perspectivetiswa clashed.
One example dramatized these cultural differences between developmstudamnd
affairs: “When | am in a senior staff meeting, the financial person arelthe ones on
the other side of the table saying ‘no.” They say turn on the faucet of fundratissngot
a faucet. | can't just launch the fundraising immediately and get dollarsiiities the
creative conflict.” Thus, the conversation with the student affairs fundraisealed
some of the differences in student affairs and development subcultures at Easte
University and how these differing missions sometimes caused rifts.

The CDO identified some areas of improvement for student affairs and
development interactions that also showed divergent student affairs and development
culture, perspectives, and world views. The CDQO'’s critique of student affausies
contained evidence of the differing student affairs and development subcultures. The
CDO thought that the student affairs and development relationship could “be a lot
stronger than it is.” The CDO raised two major examples of areas of improdfinet,
the CDO felt that Eastern University’s 700 student organizations were very
entrepreneurial, and that this “put a lot of pressure on us” because student affant w
serving as a liaison between the student organizations and the development unit. The
CDO explained that each year, with new student organization leadership, “@skamytst
asks us ‘help us raise money for this and that ... the need never subsides with every
student group ... so the demand is huge. It never goes away” (personal communication,
April 13, 2009). Second, the CDO judged the development and student affairs
interactions to support alumni engagement and fundraising to be “disjointed.” One

example of this lack of coordination led to lost opportunities with regard to engaging
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alumni in career services programs. In the CDO’s opinion, “no matter how maagy ti

we’ve tried to engage them to make sure that alumni coming back ... can take advantage
of these connections ... we don’t seem to make the connection.... | would not say it is
from a lack of trying on our part. | think it’s just a lack of understanding from tteeica
services’ side.” Therefore, the CDO identified two specific areas mfovement for the
relationship between student affairs and development that showed the differing obnte

the student affairs and development subcultures.

Definitions of Successful Collaboration

Although the student affairs and development officers’ exhibited different views
on mission and constituent groups, there were common elements in their reflections on
what constituted successful collaboration to raise funds for student affaieservi
facilities, and activities. These perspectives fell into three maggoaes: (a)
significance of student affairs fundraising in supporting institutionabings; (b)
student affairs fundraising providing a means of engaging alumni; and (chtsafidérs
and development collaboration as a symbiotic activity.

First, all three officers articulated the relevance of student afiandraising to
institutional mission and fundraising objectives. The CSAO (personal comrtianjca
April 13, 2009) noted that the role carried with it the responsibility to place institutiona
fundraising priorities before student affairs fundraising priorities: Vieh@ problem
leading with those on behalf of the university and then position our needs and asking
levels to respond to the demand.” In fact, the changing economic climate atdiomst
projects has led the CSAO to “narrow our priorities.” This also meant th@tSA©

sometimes raised funds for projects outside of student affairs in the rolatotiomsal
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spokesperson. The development officer (personal communication, April 13, 2009) and
student affairs fundraiser (personal communication, April 30, 2009) also recognized the
relevance of student affairs fundraising to supporting a quality studentenqeeri
Second, student affairs fundraising also produced another way of engaging
Eastern University’s donors and alumni. The CSAO (personal communication, April 13,
2009), a veteran fundraiser, noted that “the student life area is a great wginta be
conversation with a donor.” The development officer also recognized the sigrefiehnc
student affairs in the larger student experience: “students are not just @goaogdiemic
course work, they are going for the rest of the experience” (personaluzooation,
April 13, 2009). The development officer stated that this meant that many donors were
interested in supporting activities they had been involved with as students, such as
outdoor education, residence life, and living and learning communities. Likewise, the
student affairs fundraiser (personal communication, April 30, 2009) also mentioned the
effectiveness of student activities and involvements in engaging donors and alumn
Last, according to study participants, there were mutually benedieialents to
student affairs and development collaboration. For the student affairs division, the
development unit provided much-needed support for fundraising activities. In pasticula
the student affairs fundraiser at Eastern University, a member of the plaesibunit,
lent crucial fundraising assistance to the student affairs fundraidoryy éfccording to
the CSAOQ, the student affairs fundraiser, as a development staff memberitivalsto
the daily functioning of student affairs fundraising operations (personal cormemioni
April 13, 2009). For development, student affairs, according to the CSAO, served as the

subject matter experts for fundraising projects addressing campu3Jéeall, the
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student affairs fundraiser (personal communication, April 30, 2009) concluded that
development “always benefits when they can use the partnership with studemsservic
The student affairs fundraiser (personal communication, April 30, 2009) listed three
major ways that student affairs assisted institutional fundraising, $twslent affairs
staff often helped development arrange tours of residential, recreatiortal@mtshealth
facilities for donors and called meetings with students. Second, studers siffdiir
members assisted in providing development with ideas for fundraising pritoitige
parent program. Last, student affairs staff members were actiupposing alumni
affairs during homecoming weekend. The development officer (personal conatmmic
April 30, 2009) also recognized the significance of student affairs in stingiddnor
interest in funding activities they had been involved with as students. In turn, this
produced new prospects for the development unit.

In summary, Eastern University’s student affairs and development interscti
formed the central collaborative relationship in student affairs fundraiBiegstudent
affairs fundraiser played a critical role as the liaison betweenubterdtaffairs and
development units. Other parties, including the president, provost, central and unit
development staff members, student affairs staff members, students, and derers, w
also important collaborators. Overall, the conversations contained evidence of the
differing student affairs and development subcultures and tension points thasaaise
result. At the same time, participants had very similar definitions of whatitchoed

successful student affairs fundraising collaboration.
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Eastern University Case Study Summary

This section presented the findings of the case study report on Eastern
University’'s student affairs fundraising efforts, particularly théatmration among
student affairs, development, and other institutional partners in carrying outisumgira
activities. To prepare the case study report, | analyzed data fromemtsydocuments,
and observations. To establish the context for the case study, | presented information on
Eastern University’s organizational culture and student affairs and devatbpm
subcultures.

| organized Eastern University's student affairs fundraising histaoyfour
distinct stages. The first stage, from the founding of Eastern Universitg ICSAO’s
arrival in 1995, was marked by the hiring of a student affairs fundraiser anthigse
some student affairs projects, primarily Greek life initiatives, amorngutisnal
priorities. The second stage, from 1995 to 2003, involved the CSAO gaining presidential
and board approval to launch a fundraising campaign for a capital project, coitaborat
with the president and an institution-wide committee to plan the project, andssuliges
completing the capital campaign. The third stage, from 2003 to 2008, was marked by the
maturation of the student affairs fundraising at Eastern University witingeetion of
student affairs projects, primarily Greek life and mental healtlativiés, among annual
fund priorities. The fourth stage, from 2008 to April 2009, was signified by change and
shifting priorities in student affairs fundraising brought on by the recent economic
downturn and the reorganization of the development unit.

The overarching theme of the report was the collaboration among student affairs,

development, and other members of the university community in raising funds for student
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affairs services, activities, and facilities. The most important of ttaksborative
relationships involved interactions among development officers and studerst siidi
members, particularly the CSAO and the student affairs fundraiser. Alsd@idchmong
the fundraising relationships are the president, donors, students, and student affairs
directors. The interactions among student affairs and development staff member
revealed clear divergences in mission, vision, and priorities for these two unhs. At t
same time, there were common themes among participants’ definitions adsfukce

student affairs fundraising collaboration.
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CHAPTER VIII
THREE FUNDRAISING MODELS, BUT ALL WITH SUCCESSFUL RESUIS:
CROSS-CASE ANALYSIS REPORT
Introduction

In this chapter, | present the case study analysis and findings fross &ce three
site visit reports. The organization of this section follows the same format easthe
study reports. | discuss cross-case analyses of the institutionaizatgznal cultures,
student affairs and development subcultures, student affairs fundraising &jstorie
particularly the process of having student affairs projects listed amstitgiional
priorities, collaboration among student affairs officers, development affiaad other
individuals in support of student affairs fundraising initiatives, student afads
development subcultures, and definitions of successful collaboration for fundraising

Institutional, Student Affairs, and Development Cultures

This section delineates attributes of the three institutions’ organizatigtuaiec
and subcultures that overarched student affairs fundraising practibesuaiversities.
To present a cross-case analysis of the three institutions’ organizatiinegs; |
compare the institutional cultures before turning to discussions of the comwgparat
student affairs and development subcultures. This section applies the theoretical
framework of this dissertation, Chaffee and Tierney’s (1988) organizatiatiate
model, to the three institutions and their student affairs and development units.
Organizational Culture and Practices

The three institutions’ organizational cultures indicated that there weng man

overall similarities in the conditions affecting student affairs funohrgigractices at each
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university. At the same time, there were also unique institutional chastictethat
influenced student affairs fundraising. The overall convergences in the canhjpussc
included an institutional commitment to fundraising and alumni engagement and
recognition of the significance of outside-of-the-classroom activities isttitkent
experience. The overall divergences were differing endowments, attituded stucent
affairs, and institutional reactions to the 2008-2009 recession.

All three institutions’ organizational cultures shared a rich legacy of fusidgai
The universities were all originally founded with gifts from donors. Westamddsity
was endowed primarily by local donors pooling funds. Southern University was funded
by two major donors. Eastern University was financed by a wealthy famgyldition,
as indicated in the individual case study reports, all three institutions ieggrat
fundraising into their institutional cultures. Parts of the three institutgtrategic plans
also emphasized the role of fundraising in ensuring the financial well-bethg
university. In recent decades, all three institutions completed succegstal ca
campaigns with goals ranging from hundreds of millions of dollars to over $1 billion.

The three institutions also shared strong alumni engagement programs that were
shaped by individual campus cultures. There was evidence of alumni engageraent at e
of the three institutions. In 2008, each university was among the top 20 institutions
nationally in annual alumni giving rates. All three institutions used theielkGsystems,
athletic programs, career centers, and student organizations to engagarakotunteer
activities. Western University’s primary alumni engagement activity @ivision |
National Collegiate Athletic Association (NCAA) football, which accogdio

interviewees (personal communication, March 16, 2009) attracted over 100,000 alumni to
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campus on most home game days. Southern University’s engagement activuksdinc
Division | National Collegiate Athletic Association (NCAA) menisdawomen’s

basketball as well as the Greek system (Western University CSA@npers
communication, March 23, 2009). Eastern University’s engagement activities wer
dominated by alumni involvement in one of the largest Greek systems in the country as
well as through athletics and student organizations and activities (Easigendity

CSAOQ, personal communication, April 13. 2009).

All three institutions, as specified in the case study reports, acknowlddged t
significance of student affairs in the student experience, yet had castbareas of
cocurricular focus. Each of the institutions’ missions and strategic @hapbasized such
cocurricular activities as diversity programming, civic engagement, addrgt
development. At the same time, specific outside-of-the-classroom astulitiered
across the three institutions. For instance, Western University’s misastement and
strategic plan underscored the importance of school spirit and community. Southern
University’s mission statement and strategic plan focused on tying the eilnside
classroom experiences to the central academic activities insidasiseocm. Eastern
University’s mission statement and strategic plan placed emphasis ondéetst
residential experience and mental health issues.

The level of institutional commitment to student affairs activities alsedari
across the three institutions. Western and Eastern universities placed attadent
activities and projects in prominent positions in their strategic plans. Soudherersity,
however, situated student affairs initiatives in auxiliary, secondary positiadhs

mission statement and strategic plan. Hence, all three institutions nurshetedt
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affairs events, programs, and facilities among institutional prigriigsthe institutions
had varying attitudes toward the prioritization of student affairs acswitithin the
institutional contexts.

Turning to the financing of higher education, the three universities’ endowments,
vital statistics to measure the financial health of an institution, also shbfferénces
among the three institutions. As of June 2008, all three institutions were among the top
20 universities in endowment funds (Council for Aid to Education, 2009). Fundraising
experts, however, argue that more telling statistics on endowment size inewiegvi
the endowment dollars per student along with total endowment dollars (Blumenstyk,
2008). Under this equation, Southern University had the largest number of endowment
dollars per student and also the highest total of endowment dollars. Easternitynivers
with the second highest number of endowment dollars per student and second highest
number of endowment dollars, was affected by the economic downturn as evidenced in
budget cuts and the development unit’s reorganization. Western University had the
lowest endowment and endowment dollars per student. Therefore, the endowments varied
across the three institutions and influenced the administrators’ perspexctilsasgets
and fundraising.

During the site visits, each of the three institutions’ student affairs and
development officers mentioned that the economic situation was a topic of discussion
among senior leaders. The reactions to this environmental occurrence, howeved diffe
among the three institutions’ executive leaders. Western Universitgemagive to the
issues raised by the economic situation, but was proceeding with the comstofichie

student affairs capital project and continuing its student affairs funuyaisits, events,
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and activities (Western University CSAO, personal communication, March 16, 2009;
Western University student affairs fundraiser, personal communication, March 16, 2009)
Southern University, likewise, continued its student affairs fundraising teesiand took

the approach that development staff would continue to “keep asking sensitively, but
unapologetically” (Southern University development officer, personal commiamgcat

April 30, 2009). Eastern University, however, was marked by the most dramatic changes
as a result of the economic crisis, with a shift in fundraising priorities ¢apital

projects to financial aid scholarships and a reorganization of the development division
(Eastern University CSAO, personal communication, April 13, 2009; Eastern Utyversi
development officer, personal communication, April 13, 2009). Thus, the differing
endowments, coupled with divergent attitudes of institutional leaders to the economic
crisis and its affect on the universities’ finances, reflected the distiganizational

cultures of the three institutions.

In summary, all three institutions shared a legacy of successful fundraising a
alumni engagement. These legacies were evidenced in the content of the three
institutions’ missions, strategic plans, and campus artifacts. Each ofeledrititutions
also had a commitment to student affairs activities, although these ingiatare often
overshadowed by other institutional priorities. Western University, Southern Sityyer
and Eastern University, however, differed in the levels of institutional conamitta
student affairs activities. The final institutional culture areas, the eméats, and
executive leaders’ actions to address the economic situation of 2008—-2009, also

delineated the nature of the differing institutional cultures.
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Student Affairs Subculture and Practices

The three institutions’ student affairs subcultures contained both convergences
and divergences that influenced the student affairs fundraising practe=sshaaf the
universities. The convergences were that all three institutions’ studens affés had
veteran leaders with decades of experience in the field, were grounded in ngilar ¢
student affairs missions, and were aligned first and foremost with thetiosiz
mission. The divergences included the relative sizes of the three studentiffaions
and the specific offices, programs, and services contained under each staasnt aff

division’s area of responsibility. Table 5 captures comparative studems affa.
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Table 5

Comparative Student Affairs Data

Category Western Southern Eastern
University  University  University

Student Affairs Departments 35 22 30

Student Affairs Staff Members 500 400 700

Student Organizations 600 370 800

CSAO Reporting Structure To Provost  To President To President
Student Affairs Fundraiser’s To CSAO To CSAO To CDO

Reporting Structure

All three student affairs units were headed by veteran leaders who hadl earne
respect both at the institutions and nationally in the student affairs field. Atndbef
the interview, Western University’s CSAO had worked in the position for 14 ge#ns
university, published articles on student affairs topics, held leadership positions in
national student affairs associations, and was among the university’s senior
administrative staff (Western University CSAO, personal communicatiorghVisb,
2009). Southern University’s CSAO had served in the position for 8 years, published
books and articles on student affairs topics, and was also among the university’s seni
administrators (Southern University CSAO, personal communication, March 23, 2009).
Eastern University’s CSAO, a three-time graduate of the universitkedat the

institution for many decades in leadership positions in student affairs, fiharmiand
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admissions, published articles on student development and alumni engagement, and
reported to the president (Eastern University CSAQO, personal communicatidril. #pri
2009). Therefore, all three CSAOs were veteran student affairs leadaes] dee respect
of colleagues at their respective institutions, and enjoyed national recodait
achievements in student affairs research and practice. This common atifibetieran
leadership was a factor in the inception and expansion of student affairs fungdaaifie
three institutions.

All three student affairs units shared common points in their missions and
strategic plans. All three CSAQOs, in their conversations with me, emphasatdtd
starting points for the student affairs mission and strategic plans wessgestive
institutional missions and strategic plans. Although the three institutionsiomssand
strategic plans had differing elements, the student affairs missions a@egistplans
shared much common ground in calling for community building, diversity programming,
civic engagement, student development activities, and academic support systems

The relative sizes of the student affairs divisions varied in terms of number of
departments, full-time staff members, and student organizations, but indicated
comprehensive, large units. According to the organizational charts of the tidestst
affairs units and interviews with student affairs officers, Eastern Usityevas the
largest of the student affairs divisions, with over 30 functional areas and 700 full-time
professional staff members. Western University was in the middle, alsovat 35
departments, but with a full-time professional staff of 500 individuals. Southern
University, the smallest of the institutions by enrollment size, also hadwlest number

of departments, with 22, and full-time professional staff members totaling 400
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individuals. Southern University’s staff numbers, moreover, included facilities
management and housekeeping departments. Likewise, Southern University had th
fewest number of student organizations, trailing Western and Eastern univénsities
hundreds of organizations. At the same time, Southern University had less than half the
total enrollment of Western University. Thus, the three student affairs dividibered

in number of full-time staff members, departments, and student organizationsegll thr
divisions, however, encompassed many departments, managed large staffs, and hosted
hundreds of student organizations.

There were priorities and functional areas in each of the three studers affits
that were unique to each of the universities. Due, in part, to its location in a lgrge cit
Western University’s student affairs mission and its major capital profjectWestern
University center, emphasized school spirit and community building. Westevarsity
also had a Mexican-American Alumni Association and Asian-American alttenter to
engage and support two significant student populations at the university. These
departments also reflected cultural differences tied to Western Unp&rsgional
location with easy access to the Pacific Rim and in a state neighboringoM8gighern
University had a Jewish campus center to serve a large student populdi®mn at t
university and also had an African-American cultural center to addressystralan
diversity initiatives and institutional needs. These service areas Hésted cultural
differences related to the university addressing diversity issueskandtHer Southern
institutions, contending with historical legacies of racism and anti-SemiBoth of
these initiatives were endowed by donors. Eastern University’'s sere@e iacluded

peer advising, Greek mentoring, and undergraduate scholars programs thateate na
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after donors who established endowments for these initiatives. Eastern Uy iaisisi
emphasized mental health as a major area of focus. Therefore, the thretaftads
divisions’ varied in their priorities and functional areas because of orgamabtulture,
student enroliment, and institutional needs.

In summary, the three institutions’ student affairs units had similar sules)ltur
yet also had unique characteristics and divisional sizes, predicated on thedtualdivi
campus cultures, which influenced the divisional cultures and, therefore, studiest affa
fundraising practices.

Development Subculture and Practices

All three institutions had differing development subcultures that, in turn,
influenced student affairs fundraising practices. The development units atee thr
institutions varied in their organization, size, and leadership. All three develbpme
divisions, at the same time, had a successful legacy of engaging alumaisamgl funds.

Table 6 presents comparative development data.
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Table 6

Comparative Development Unit Information

Category Western Southern Eastern
University  University  University

Development Unit Organizational Decentralized Advancement Advancement
Model

Number of Development Unit Not available Not available 310
Staff Members

Goal for Recent Capital Campaigns $2.9 billion ~ $1.5 billion  $4 billion
ended 2006 ended 1998 by 2011

Annual Alumni Giving Rate (2008) 39% 39% 32%
Top 25 in Total Endowment Dollars X X X
Top Fundraisers (2008) X X X

The organization of the development units was one of the major factors in
determining the divisional subculture. According to organizational charts and intervie
Southern and Eastern universities combined both the fundraising and alumni engagement
functions under one vice president along the institutional advancement model. Western
University, by contrast, had a development vice president managing the fungdrais
function and an alumni affairs vice president overseeing the alumni engageméohfunc
As indicated in the Western University case study report, that universtitiglent affairs
unit was given much more autonomy over its fundraising on the operational andcstrategi

levels than were Southern and Eastern universities. This organizatiorecetieot
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different administrative structures, with Southern and Eastern univesttapting the
institutional advancement model and Western University having an approach thetidivi
the fundraising and alumni engagement functions into two independent units.

The relative sizes of the development units at the three institutions, av@ercei
by the study participants, also varied. Western University, although thetlarggtution
in terms of enrollment and number of faculty and staff members, had the $wetigal
development unit, numbering under 300 staff members, of the three institutions. Western
University’'s CSAO (personal communication, March 16, 2009) perceived the university
to have a comparatively small central development unit. The decentralizéatiorsal
and development cultures situated many of the fundraisers in the institutionigsvari
schools and units. By contrast, while Southern and Eastern universities had unit
fundraisers, the central development functions included large staffs of over 310 staf
members at each institution. In fact, Southern University’'s developmenpauttie time
of the interview, had recently moved to another office location to provide the division
with space for additional staff members and was perceived by the CSAO tolhaye a
central development unit (Southern University CSAO, personal communication, March
23, 2009). Although Eastern University had reduced its development unit by about 70
staff members in April 2009, the division was still larger than Western Uitivers
central development unit.

The development units also had variations in their leadership that influenced
student affairs fundraising practices and collaborative relationships. Val®pment
units at Southern and Eastern universities were well-known for having CDOs who were

among the leaders in national and regional higher education fundraising associations
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Southern University’'s CSAO (personal communication, March 23, 2009) described the
development unit as a corporate endeavor, and the development officer emphasized the
high-functioning, collegial nature of the development unit. Eastern University’
fundraising and alumni engagement initiatives, led by a CDO with decades oktexperi

in the field, received a lifetime achievement award from CASE honoring a Exhgdn

of innovation and contributions to the higher education development profession. By
contrast, Western University’s development unit leader was relativelyathe position

and led a decentralized, unit-based organizational structure. These two famtatedr
Western University’'s CSAO with a great deal of autonomy in fundraising cechpath

the other two universities’ CSAOSs.

The common denominator, however, in all three institutions’ development units
was a successful legacy of alumni engagement and fundraising. All thragiors had
vibrant, active alumni associations. According to their alumni affairs webs#éeh
institution offered alumni a variety of services, events, and volunteer opportunities.
Moreover, alumni engagement was evidenced by the annual alumni giving rates that
2008, exceeded 30% at each of the three institutions (“America’s Best Col2g@3)’
Each institution also had a large endowment and a legacy of fundraisingssédtes
three institutions, as of June 30, 2008, were listed among the top 25 higher education
institutions by market value of their endowmer@sionicle of Higher Educatiqr2009).

In addition, for the 2008 fiscal year, all three institutions were listed grtteantop 20
fundraising colleges and universities (Council for Aid to Education, 2009a). Ad thre
institutions had successful capital campaigns in recent decades. Westemsitynive

the mid- to early 2000s, completed the largest capital campaign in higher@ducat
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fundraising history. Southern University also had a successful capital canipaine

early 2000s, and more recently announced the completion of a $300 million financial aid
scholarship campaign. Eastern University had a long history of fundraisingsucce
including two successful capital campaigns in recent decades and a cwjectttpr

raise funds for financial aid.

In summary, the development units varied in their organization, size, and
leadership, but the three divisions all had success in engaging alumni and raising funds

Student Affairs Fundraising Comparative History

To address the research questions on starting a student affairs fundraising
initiative and on successfully inserting student affairs fundraising psog@ebng
institutional priorities, this section discusses the comparative histting ofiree
institutions’ student affairs fundraising initiatives. This section comgheenitiatives
across the stages of each institution’s student affairs fundraising history.

Because the three student affairs fundraising histories contained diverg#st eve
activities, and stages, this section takes a thematic approach. The sectisrblgeqgi
addressing student affairs fundraising trends prior to the current CSA®al torthe
institutions. The section then turns to discussing the barriers to student afiidnai$ing
and how the three CSAOs surmounted those barriers to gain executive approval of their
student affairs fundraising initiatives and capital projects. After alysisaf the
institutions’ steps to build a student affairs infrastructure by hiring stadzmts
fundraisers and introducing fundraising projects, the section concludes witlhussthsc

of how the economic downturn of 2008—2009 affected student affairs fundraising.
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Overall, the student affairs fundraising histories at all three institutvens
recent phenomena within the context of the larger institutional historiethen
University’s development officer (personal communication, April 30, 2009) called
student affairs fundraising at that university a “fledgling” effartmany respects, that
term applied to all three institutions’ student affairs fundraising initigtilre1995, only
one of the three student affairs units, Eastern University, had a full-tifhenstaber
dedicated to raising funds for student affairs. See Table 7 for a histéaigal s

comparison.
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Table 7

Comparative Historical Information

Stage/Dates Western Southern Eastern
University University University
Stage One Founding—1995 Founding—2001 Founding—1995
Greek fundraising “Did not exist” Greek fundsiaig
Team sport fundraising Hired fundraiser
Stage Two 1995-2005 2001-2007 1995-2003
Capital project Capital project Capital project
Ad hoc projects Hired fundraiser Strategic prtgec

Annual fund projects

Stage Three 2005—April 2009 2007—April 2009 2003-2008
Hired fundraiser “Steady state model” Strategmjgets continue
Built infrastructure Built infrastructure Annund continues
Strategic projects Strategic projects
Annual fund Annual fund
Stage Four N/A N/A 2008—April 2009
Retrenchment

Shift in priorities
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Fundraising Efforts Prior to the Current CSAQO'’s Arrival

During the first stage of their student affairs fundraising history, akthre
institutions had existing, yet informal, fundraising efforts to support studexmtsaff
activities, services, and programs. Western University’'s Greek sgstérmlub sports
program conducted ad hoc fundraising campaigns (Western University CSAO, persona
communication, March 16, 2009). Southern University had a few student affairs projects
inserted among the arts and sciences fundraising priorities (SoutherndipiGSAO,
personal communication, March 23, 2009). Eastern University had the most structure to
the student affairs fundraising effort with a student affairs public oaelawfficer who
had been hired by the previous CSAO to raise funds from alumni to support the Greek
system (Eastern University CSAQO, personal communication, April 13, 2009). This effor
however, focused almost solely on Greek alumni fundraising in support of individual
fraternity and sorority chapters. Of the three student affairs funuyaesiorts, Eastern
University was the sole unit that had, by 1995, hired a student affairs fundraisérsihe
stage of the student affairs fundraising histories of the three institatidm®t end until
the middle 1990s for Western and Eastern universities and 2001 for Southern University.
Therefore, the first stages of the fundraising histories of all thratutiests were recent
phenomena, with only Eastern University having a full-time staff member in Ipjaite
time the current CSAO was appointed to the post.
Barriers to Student Affairs Fundraising

During stage two of the student affairs fundraising histories, all thretutrsts’
CSAOs gained executive approval and introduced and managed large capitasifogpdrai

projects as the means to implement or expand student affairs fundraisingyestidivo
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of the three CSAOs surmounted similar institutional barriers to gain exeaptiveval
for student affairs fundraising. Western University’'s CSAO faced theecosof the
university’s deans that student affairs fundraising would divert funds and prokpetts
the schools and units (Western University CSAO, personal communication, March 16,
2009). Likewise, Southern University’'s CSAO also needed to compete with the
university’s schools for prospects and donation dollars (Southern University CSAO,
personal communication, March 23, 2009). Although Eastern University’'s CSAO
(personal communication, April 13, 2009) had a student affairs fundraising initiative in
place at the time of arrival, the student affairs fundraising effouskat almost solely on
Greek life initiatives. To expand the fundraising operation, Eastern Univer€8A0
(personal communication, April 13, 2009) also needed to make the case that student
affairs projects were institutional fundraising priorities. Thus, CSAQ¥esdtern and
Southern universities were faced with addressing deans’ and unit directorghsonce
about student affairs fundraising’s affect on the school and unit fundraisingeffort
Eastern University’'s CSAO had an existing initiative in place, but neededipipert of
the university’s executive leaders to expand the scope of student affairsisurglr
Capital Projects

Capital projects enabled the CSAOs to introduce or expand student affairs
fundraising operations on all three campuses. The chief means of the CSAGtanhWe
and Southern universities for surmounting these barriers and introducing stdigesnt af
fundraising initiatives at the three institutions involved gaining executive suiop@r
large capital project. Eastern University's CSAO was able to expand stidnst a

fundraising by introducing a $200 million residential capital project. Weslaiversity,
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in response to student requests and divisional needs, took a decade to formulate plans for
the $100 million Western University center. By gathering allies and fgy@istrong
argument for the Western University center, Western University’s Ca@onal
communication, March 16, 2009) convinced the president and provost of the value of the
project and the student affairs fundraising effort. Southern University20C8so had a
capital project as the impetus, but took an informal approach to getting the pr'eside
permission for the student affairs fundraising initiative. In a conversaitith the
president, without data or a formal proposal, Southern University’'s CSAO (personal
communication, March 23, 2009) gained the president’s approval to begin the student
affairs fundraising initiative and used divisional funds to hire a studentsaftendraiser.
Likewise, Eastern University’s student affairs fundraising eff@$ also galvanized by a
capital project. Eastern University’'s CSAO already had a studentsdifaidraiser in
place and was approached by the president to begin planning for a campaign for the
capital project. Student affairs fundraising at Eastern University veaslgexpanded
with the president’s approval of the project. Therefore, the beginning of the fardhaliz
student affairs fundraising efforts at all three institutions involved aagampaigns that
surmounted institutional barriers and garnered executive approval.
Developing Fundraising Infrastructure

During the second and third stages of student affairs fundraising history, the three
institutions developed infrastructures required for long-term development efforts
support student affairs activities, services, and facilities. This sectiopares the
student affairs fundraiser positions, student affairs projects, and studenst affai

fundraising project prioritization processes at the three institutions.

257



There were many commonalities among the three student affairs fundraising
officers in their locations, daily responsibilities, and backgrounds. All theggutions’
student affairs fundraisers were located in the CSAQ's office suite eamdletl student
affairs senior staff meetings. All three student affairs fundraiseless included
responsibilities that spanned the fundraising process: from the formation ofisurglra
strategic plans to the identification, cultivation, solicitation, and stewgrdséhionors
(Worth, 2002). The chief role, however, articulated by all three student affairsigerdra
was serving as a liaison between the student affairs and development units. Another
common point among all three student affairs fundraisers was shared backgrounds,
including such experiences as development officers at the institutions aonaitother
universities, in politics, or at nonprofit organizations, prior to taking the stadtirs
position.

At the same time, there were also differences in the structure andfrtiesthree
student affairs fundraising positions. Student affairs fundraisers aekvestd Southern
universities reported to the CSAO and their positions were funded solely by that stude
affairs unit. The student affairs fundraiser at Eastern Universityagaseld in the
CSAQO'’s office suite, but reported to the CDO (Eastern University studemsaff
fundraiser, personal communication, April 30, 2009).

The student affairs fundraisers’ position responsibilities had differensé&s.
Western University’s fundraiser’s (personal communication, March 16, 2000) ma
responsibilities included managing a major gift campaign to support therweste
University center while also building a student affairs fundraising donor Bieeugh

Southern University’s first student affairs fundraiser was a majpoffi€er, the current
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student affairs fundraiser’s responsibilities focused on building a fundraising
infrastructure for the division (Southern University CSAO, personal commuomgati
March 23, 2009). Eastern University’'s student affairs fundraiser (personal
communication, April 30, 2009), the third individual to serve in that position, was both a
major gift officer and a daily fundraising operations manager. Thus, the mlifferi
fundraising needs and divisional cultures of the three student affairs unitedetpar
student fundraiser position to focus on different fundraising roles and respaasibil
The projects that the three student affairs units raised funds for variediagcor
to the individual institutional and student affairs missions. Western Uniyengitch
valued school spirit, community building, student activities, and alumni engagement,
raised funds for projects that addressed these institutional needs. Westemsityrs
capital project was a community building project that will provide space forrdtude
activities and alumni programs. In addition, Western University’'s CSAOqpairs
communication, March 16, 2009) received a multimillion dollar donation in the mid-
2000s to support a spirit program. Naming opportunities established endowments at
Western University for a student activities position and the recreatioer c8outhern
University’s student affairs fundraising projects derived directly frioenstudent affairs
strategic plan, which was based on the institutional strategic plandiWVéstiversity
CSAOQ, personal communication, March 23, 2009). The projects—which included student
leadership, mental and physical health, career development, diversityyiand c
engagement—were all predicated on Southern University’'s strategic phaitigsi In
addition, the capital project that launched Southern University’s student affairs

fundraising effort, the student center causeway, also was tied to bolSetitigern
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University’'s already strong campus community. The naming opportunitiebeforffices
of Jewish and African-American life, also pointed to fundraising to support keyes¢gim
of Southern University’s student population and were tied to the institution’sgstrat
plan. Eastern University’s capital project addressed what the intervieolgese was a
2-decade-long issue identified by the university: the lack of a unifiediergsal
community for students. Other priorities for Eastern University's studeaitsaff
fundraising appeared in the university’'s strategic plan: first-yéantten and tutoring
efforts, mental health programming and education, recreation center renovagon, a
campus center, diversity, and civic engagement (Eastern University CS&Ongle
communication, April 13, 2009). Thus, the three institutions’ student affairs fundraising
projects were tied to institutional mission and needs as well as organiadtioe.c
Inherent in the differing organizational and student affairs and development
subcultures at the three institutions was identifying student affairs famdyariorities
and having those projects listed among the overall institutional priorities. Duisgsr
differed among the three institutions. Due to its size and scope, the Wésteensity
center, the main student affairs fundraising priority, was required to be agfrptee
board, president, and provost prior to implementation. Other student affairs fundraising
projects, however, were left to the division to develop and implement (Western
University CSAO, personal communication, March 16, 2009). This process, compared
with those of the two other institutions, was the most informal of the three aactedfl
Western University’s decentralized organizational structure. Southerenditys initial
student affairs fundraising project, the causeway, was approved by the tyisersi

president in an informal fashion (Southern University CSAO, personal communication,
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March 23, 2009). Since then, however, the student affairs fundraising prioritiesicreat
by the Southern University CSAO and the student affairs division were rel/lenthe
development office prior to implementation to make sure that the projects were
financially viable from a budgetary standpoint. The development office also chibeke
the initiatives would be appealing to donors (Southern University developmeet offic
personal communication, April 30, 2009). Eastern University also took a highly
formalized approach to fundraising prioritization, with the initial residecsipital
project being approved by the board and the president (Eastern Universi@, CSA
personal communication, April 13, 2009). Current student affairs fundraising priorities
were developed by the student affairs division, but were reviewed by the budget offic
and development unit. Once finalized, the student affairs and development units signed a
formal memorandum of understanding about the student affairs fundraisinggwiorit
(Eastern University development officer, personal communication, April 13, 2009).
Therefore, the process of identifying and prioritizing student affairdraising projects
was quite different at the three institutions.
2008-2009 Economic Situation and Student Affairs Fundraising

At the time of the interview, only one of the three institutions had, by all
appearances, entered the fourth stage of student affairs fundraising. In 2068, Eas
University reached what may be deemed the fourth stage of its studers faffidraising
history. With the recession of 2008—2009 affecting all three institutions’ endownmehts a
budgetary situations, Eastern University was the only institution of the thtaeploated
a retrenchment in terms of student affairs fundraising. The economic situatipied

with the development unit reorganization, led the institution to scale back its student

261



affairs fundraising to focus efforts on raising funds for financial aid s@tofss (Eastern
University CSAQO, personal communication, April 13, 2009). Neither Western Universit
nor Southern University reported having to scale back efforts to raise stéfdent a
funds. In fact, both Western and Southern universities increased their cultivation and
relationship-building initiatives to build stronger student affairs fundmisitiatives
during the recession. Western and Southern universities hoped to form relationghips w
donors that would pay off when the economy rebounded and prospective donors’
portfolios began to approach their pre-September 2008 levels. Thus, the three
institutions’ leaders took different approaches to reacting to the economic dewntur

In summary, this section discussed the student affairs fundraising histaties
three institutions in a thematic fashion by comparing the precursors to the $buchatht
affairs fundraising initiative, the barriers to introducing the studeatraffundraising
initiative, the process for gaining executive approval for student aftamdsdising, the
process of implementing student affairs capital projects, the studains &findraising
projects introduced by the three institutions, the differing fundraising projec
prioritization processes, and the differing responses to the 2008—2009 economic
downturn.

Comparison of Fundraising Collaborations

This section describes the partnerships that support the three institutiolesitst
affairs fundraising activities. It discusses student affairs and af@weint collaboration
by viewing these and other key fundraising partnerships through the perspetthes
CSAQOs, student affairs fundraisers, and development officers. The sectins Wwébian

analysis of the collaborations that occurred to conceptualize and implemeiatisurgdr
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for the three institutions’ major student affairs capital projects. Th@eeamntinues
with an analysis of the student affairs fundraising partnerships as perbgitieel
CSAQOs, student affairs fundraisers, and main development contacts at the three
institutions. The section concludes by discussing the student affairs and development
subcultures at the three institutions along with the participants’ definitionbaif
constitutes successful student affairs fundraising collaboration from the ggerspef
study participants.
Capital Project Interactions

At all three institutions, the implementation of the capital projects contained
evidence of the multifaceted collaborations required to conceptualize and implement
major student affairs fundraising projects. All three CSAOs called uporicfiom
throughout their institutions to plan, fund, and carry out the projects. Western
University’'s CSAO (personal communication, March 16, 2009) relied on the board,
president, and provost to approve the project. The CDO, alumni affairs officer, student
affairs staff members, student affairs fundraiser, academic aigirssentatives,
students, dining representatives, admissions staff members, and facditiagers all
figured among the committee members who helped plan and raise funds for ¢leé proj
Southern University’s capital project was conceptualized earlier in thersiws
student affairs fundraising history than Western University’s projadtyas also a
smaller scale project than Western or Eastern universitiescggsojehe Southern
University concourse project required the authorization of the president and atl@ibor
of the CSAOQ, student affairs fundraiser, and development officer to plan the fumglraisi

strategy (Southern University CSAO, personal communication, March 23, 2009). The

263



idea for Eastern University’s residential project was developed by thegmggorovost,

and board (Eastern University CSAO, personal communication, April 13, 2009). Eastern
University’s president and CSAO worked closely in the early stages pfafexts to

provide the overarching guidance. Later, the CSAO coordinated a committadeftst
affairs officers, faculty members, development officers, students, afiddadtaff

members to further develop and implement the project. Therefore, the large-spattspr

at Western and Eastern universities required a more extensive caarforitte
implementation compared to Southern University’s project. All three progatiste

however, consisted of a wide variety of institutional partners.

CSAOQOs’ Perceptions of Fundraising Collaboration

All three institutions’ CSAOs played central roles in student affairs aisithg.

The content of my interviews with the three CSAOs had common elements. At the same
time, the interviews also indicated that the CSAOs’ views of their chilsfbarhtors
differed among the three institutions.

There were three common themes that emerged among the CSAOs: (a) the
CSAOs’ chief collaborators were the student affairs fundraisers; (b)nstaffairs staff
members played important roles in the fundraising process; and (c) students and donors
were among the key student affairs fundraising collaborators.

All three CSAOs mentioned the central role that the student affairs fundraiser
and student affairs staff members played in all facets of the fundraisiogsgr All of
the student affairs fundraisers had extensive fundraising experience phieir tirst
days in their positions. This knowledge proved crucial, in all three cases, for the three

fundraisers to support strategic and daily student affairs fundraisingiopsra&ll three
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CSAOs emphasized the critical role of the student affairs fundraisersterihg
fundraising success.

In a similar sense, student affairs staff members were importarhaaitars at
all stages of the process. Western University’s CSAO (personal cocatianj March
16, 2009) mentioned that student affairs staff members were often the source for
fundraising ideas and a few staff members have been successful ingeauitimillion
dollar grants. Southern University’s CSAO (personal communication, March 23, 2009)
and student affairs fundraiser (personal communication, April 3, 2009) both described
student affairs staff members’ participation in creating student aftaidsaising
priorities as well as identifying specific fundraising projects. Easternversity’'s CSAO
also involved student affairs staff members in the project prioritization rdces
addition, at the time of the site visit, an Eastern University studentsastamior staff
member had recently accompanied the fundraiser on a trip to California to visit
prospective donors.

All three CSAOs referenced the significance of student and donor agency in the
student affairs fundraising process. The Western University centartim@s inspired
by a student-led initiative for a new student center. In addition, Western kityiser
CSAO emphasized that fundraising is the process of linking institutional neds wi
donor interests. This process, according to Western University’s CSAO (dersona
communication, March 16, 2009), involved negotiation and communication with donors.
Southern University published a series of brochures illustrating fundraisorgies that
spotlighted individual students who have been influenced by the student affairs gogram

facilities, and activities. Eastern University’s fundraising publicest also featured the
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influence of student affairs projects on individual student academic achievanaent
development. Eastern University’s CSAO (personal communication, April 13, 2809) a
stated that students often participated in donor tours and events and were effective
fundraisers.

The conversations with the CSAOs also revealed differing perspectives bn chie
collaborators to support student affairs fundraising in terms of the nature of the
relationship with academic affairs leaders and development officestevi
University’s CSAO (personal communication, March 16, 2009) had a close relationship
with Western University’s provost, who served as a fundraising mentor foiSA©C
and championed the Western University center. Western University’'s CSA@dvtae
deans of the schools, too, as fundraising collaborators. By contrast, Southern Utgversity
CSAO (personal communication, March 23, 2009) did not mention any academic affairs
officers among the student affairs fundraising collaborators. InSacthern
University’s CSAO cited academic affairs officers as beingdrarto implementing the
student affairs fundraising effort due to the competition for donors. Easternrsityive
placed academic affairs staff among the residential project’s placommittee, but did
not include academic affairs among the chief collaborators for more ogsatts
(Eastern University CSAO, personal communication, April 13, 2009). Thus, the three
institutions’ student affairs officers had varying collaborative refethips with academic
affairs colleagues.

The three CSAOs also had differing relationships with the CDO and the
development units at their respective institutions. The chief collaboratdrdstern

University’s CSAO for student affairs fundraising was the alumni aftdfrser, who
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served on the Western University center’s planning committee and raisechsnilf
dollars in support of the center (Western University CSAO, personal commanicati
March 16, 2009). In addition, during the interview, Western University’'s CSAO
(personal communication, March 16, 2009) referred to the central development officers
much less frequently than the CSAOs at Southern and Eastern universities. Southern
University’s CSAO (personal communication, March 23, 2009) collaborated with the
CDO to create the second student affairs fundraiser’s position descriptamdition,
Southern University’s student affairs fundraising prioritization list vewviewed by the
development division (Southern University, personal communication, April 30, 2009).
Southern University’s development unit must review the student affairs fundraising
projects prior to the commencement of the fundraising process. Because Eastern
University’s student affairs fundraiser reported to the development unit, e G&d
frequent contact with development through the student affairs fundraiserr(Easte
University CSAO, personal communication, April 13, 2009). Therefore, although the
CSAQOs all had close working relationships with the student affairs fundraisers
collaborated closely with student affairs staff members, and partneredwdénts and
donors, their relationships with academic affairs and development officestsiftemt
affairs fundraising differed across the three institutions.
Student Affairs Fundraisers’ Perceptions of Fundraising Collaloration

In many ways, the student affairs fundraisers at all three institugonsdsas
bridges between the student affairs and development units. This bridge spanned two
different subcultures that often approached student affairs fundraisingliifenmg

perspectives. In many cases, the student affairs fundraisers’ perceptoatiaborators

267



were similar to the CSAOs’ perspectives at the respective institutidrtbrée student
affairs fundraisers’ chief collaborator was the CSAO. In addition, studeimsagtaff
members were central to the identification of student affairs fundraisirecs @t all of
the institutions. All three student affairs fundraisers also mentioned thetanperof
student and donor agency during the fundraising process.

There were, however, major differences among the student affairs furslraiser
collaborators. Apart from a recently established monthly meeting, YWddtaversity’s
student affairs fundraiser (personal communication, March 16, 2009), like the CSAO,
seldom referenced interactions with the development unit. Reflective of the dézedtr
institutional structure, Western University’s student affairs fundrgisiitiative was
given a lot of autonomy compared with the other two institutions’ student affairs
fundraising programs. At the same time, Western University’s stutfamsdundraiser,
like the CSAO, referred frequently to academic affairs, deans, and the sabools
collaborators.

By contrast, Southern University’s student affairs fundraiser (personal
communication, March 23, 2009) portrayed development officers as important student
affairs fundraising collaborators at all stages of the process. tamp@ctions for
Southern University’s student affairs fundraising were establishinigamnousng the unit
and central development officers and being sure that development officers knew about
the student affairs fundraising priorities.

In our conversation, Eastern University’s student affairs fundraiseio(mdrs
communication, April 30, 2009), as a development unit officer, emphasized the

collaboration of colleagues across the development unit to support student affairs
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fundraising. Moreover, neither Southern University’s nor Eastern Uniy'srstudent
affairs fundraiser mentioned academic affairs staff memberslaba@tors in student
affairs fundraising. Instead, both individuals stated that academicsadften presented
barriers to student affairs fundraising. Thus, the student affairs fundraoeeceptions of
collaborators mirrored many of the CSAOs’ perspectives. While the CSAd®rdt
affairs staff, and students and donors figured among the collaborators, the atizient
fundraisers differed in the treatment of academic affairs and devetbpiffieers as
partners in the student affairs fundraising process.
Development and Alumni Affairs Officers’ Perceptions of Fundraisng
Collaboration

All three institutions had officers who were responsible for serving igstig to
the student affairs unit for the purpose of supporting the student affairs fundraising
efforts. There were different perspectives among the three developmeeitsodinc
student affairs fundraising and their relationships with student affaiceisf

Western University’s student affairs liaison was an alumni affairsenff
(personal communication, March 16, 2009) who believed that there was a strong
relationship between student affairs and alumni affairs. These partnerstioked
alumni affairs being an occupant of the Western University center whieasing
funds for the Western University center at the same time. In addition, iber @ited
partnerships between alumni affairs and two student affairs areas,s=meees and
student activities, as producing effective programs for students and alumni.

By contrast, Southern and Eastern universities’ development officers voiced

critical views of the relationships between student affairs and developastern
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University’s development officer (personal communication, April 13, 2009) mentioned
the lack of communication between alumni affairs and the career centerxasrgiesof
the problematic relationship between student affairs and development. Southern
University's development officer (personal communication, April 30, 2009) had amixe
judgment on the student affairs fundraising initiative. On the one hand, studenst affai
fundraising was, in the development officer’s words, a “fledgling” oparatdn the
other hand, the development officer recognized the effectiveness of the CSAO in
soliciting donations and the utility of student affairs activities as a wanpgdging
prospective donors.

Simultaneously, there were convergences among the development officers’
perceptions of the student affairs fundraising initiative and theiraakdtip with the
student affairs unit. All three development officers thought that there vwagre student
affairs and development collaboration could be improved. Western University’sialum
affairs officer (personal communication, March 16, 2009) felt that the exi'stthgoc”
relationship could be made more systematic and benefit both units. Southern Ursversity
development officer (personal communication, April 30, 2009) believed that the student
affairs fundraising effort was still elementary in its infrastuoe and could be improved
by additional strategic planning and systematization. Eastern Univerdégyelopment
officer (personal communication, March 23, 2009) judged that the overall studerg aff
and development relationship could be much stronger. One example of the tension
between the divisions mentioned by Eastern University’s development officéinevas
pressure that the student organizations placed on the development unit in terms of asking

for development support to raise funds for their organizations’ programs avitlescti
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Therefore, the development officers’ perceptions of the collaboration betweemist
affairs and development differed according to organizational culture, but hashtihgoa
theme of there being room for improvement.

Differing Student Affairs and Development Subcultures

The content of the interviews, observations, and documents collected from the
three institutions indicated that the student affairs and development units leait gliff
subcultures. These differing subcultures featured prominently in the inbesaetnong
student affairs and development staff members.

Western University’s development unit, a decentralized division with independent
units handling alumni affairs and fundraising responsibilities, showed thatibeze
differences among student affairs, alumni affairs, and development subswtaurring
within the student affairs fundraising process. Western Universitkest affairs
fundraiser and alumni affairs officer (personal communication, March 16, 2009) both
stated that student affairs was centered on serving students, alumnicaffeénsing
alumni, and development on serving donors. Western University’s student affairs
fundraiser (personal communication, March 16, 2009), an individual who had been a
student, development officer, and student affairs staff member at the unjvaapityred
these subculture differences with the assertion that the focus in studestaffsion the
students, whereas in development the focus was on the prospects. The contrasts in the
three subcultures at Western University were also evidenced blthei affairs
officer’s (personal communication, March 16, 2009) assertion that the university’s

mission was to produce alumni. Thus, Western University’s student affairs, alumni
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affairs, and development subcultures had differing missions, constituents, and
perspectives.

Southern University’s student affairs and development subcultures also contained
divergent missions and worldviews. Southern University’s student affairs feadsai
(personal communication, April 3, 2009) story about trying to educate student affairs
staff members on what constituted suitable fundraising projects delineateathe
differing subcultures. Student affairs staff members did not think in tefradenor
interests when forming their original notions of viable student affairs funalgaisi
projects. As a result, the student affairs fundraiser had to ask the studienstdfa
members to think of potential fundraising projects in terms of things that would appeal
donors. Another example of the divergent subcultures at Southern University was the
student affairs fundraiser’s primary work responsibility to build relakigpsson behalf of
the student affairs division. This contrasts with what the student affairs ifserdra
(Southern University student affairs fundraiser, personal communication, April 3, 2009)
called some development officers’ notions that their core responsibility whsng “
dollars in the door.” Therefore, Southern University’s student affairs fundsasteries
contained ways in which student affairs and development divisions differed in their
viewpoints and position responsibilities.

Differences in Eastern University's student affairs and development sulesultur
were exhibited in comments by the student affairs fundraiser (persamahunication,
April 30, 2009) and development officer (personal communication, April 13, 2009).
Eastern University’s development officer’s perspective argued thatwees a lack of

mutual understanding among student affairs and development officers. The student
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affairs fundraiser, as a development staff member who attended studeatszifeor
staff meetings, was in a strategic position to view the two subcultures.diagdo
Eastern University’s student affairs fundraiser (personal communicafooih 3@, 2009),
student affairs staff members focused on student development first and foreynost. B
contrast, development officers focused on using resources strategioadlg fsusiness
perspective in an effort to raise funds efficiently. Eastern Universigiglopment
officer’s conversation included evidence that both student affairs and developnfent staf
members have not taken time to understand each other’s subcultures. On the one hand,
Eastern University’s development officer (personal communication, April 30, 2009)
stated that a student affairs department had “a lack of understanding” afrtifieance
of development. On the other hand, the development officer stated, in reference to student
affairs, that “I have a lot of questions about what they do.” Therefore, Baster
University’s student affairs and development subcultures had differing missidns
perspectives, and some members of the two units had a lack of awarenesshefrthe ot
function at the university.
Definitions of Successful Collaboration

There were convergences among the three institutions’ student affairs and
development officers in their reflections on what constituted successful cotlabhdoa
raise funds for student affairs services, facilities, and activitieseTgespectives fell
into three main categories: (a) significance of student affairs fudyas support
institutional initiatives; (b) student affairs activities and fundraisigs@ means to engage
donors; and (c) student affairs and development collaboration as a symbiotic

arrangement.
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All three institutions’ student affairs and development officers rezegnihat
student affairs fundraising supported not just student services, facdiigsactivities,
but also addressed institutional mission and fundraising objectives. All threesCSAO
emphasized their roles in being institutional ambassadors who were chestedatli
supporting the institutional missions and fundraising objectives. The three saffdéest
fundraisers participating in the study also referred to the cruciabfaleident affairs
fundraising in achieving institutional objectives. Likewise, although tivere certainly
differences between student affairs and development cultures appaitirae
institutions, the development officers all made the connection between stddeat af
fundraising and institutional mission and fundraising objectives.

During my conversations with the participants, | also found that each individual
recognized student affairs fundraising as an effective way to engage doaaysoMhe
participants articulated how student involvement and outside-of-the-classrowitreact
produced emotional reactions in prospective donors that led to engagement and, in many
cases, eventual gifs to the institutions. At the same time, Southern Ugigersit
development officer (personal communication, April 30, 2009) believed that student
affairs fundraising was a value-added activity to that university' sativiievelopment
and alumni engagement effort. Student affairs fundraising, in Southern Urygersit
development officer’s opinion, produced new donors who may not have been engaged
otherwise. At Western University, the alumni affairs officer raibednotion that student
affairs fundraising projects engaged donors and produced a return on investment. At
Eastern University, the development officer also recognized the way stufdenst af

fundraising projects tapped into donors’ areas of interest.
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Last, although examples of the areas of improvement between student affairs a
development collaboration arose during many of the interviews, the participents ha
similar views on definitions of successful collaborative relationships eetateident
affairs and development units. The three institutions’ also recognized tihésgm
nature of the collaborative relationships in benefiting both student affairs and
development.

The collaborative relationships assisted the student affairs divisiongerwes
University’s student affairs unit’s signature project, the Western Uniy&enter,
featured partnerships with alumni affairs and development to plan and raise funds for the
$200 million facility. In fact, the alumni affairs unit’s office will encpass about 10%
of the center’s square footage. In addition, the student affairs fundraiseredlsmnthly
with the development unit to discuss prospects and fundraising strategiesnWeste
University’'s CSAO (personal communication, March 16, 2009) received what is judged
to be “critical” support from the student affairs fundraiser, who was a devetastaff
member. Southern University’s CSAO (personal communication, March 23, 2009) was
the recipient of assistance from the development unit in launching the fundraising
initiative for the capital project as well as in redesigning the studentsaftindraising
position after the first person in that role left the university. In addition, Southe
University’s student affairs fundraiser (personal communication, April 3, 2009htsoug
central and unit development input in all phases of the fundraising process and also
receives support as a “one-person shop.” Eastern University’s studerd fafhdraiser
(personal communication, April 30, 2009), a member of the development unit,

collaborated closely with the CSAO during all phases of student affairs fsindyai
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The collaborative relationships also helped the development and alumni affairs
units. Western University’s alumni affairs officer (personal comation, March 16,
2009) emphasized the partnerships with two student affairs departments, aqaiees se
and student activities, in engaging alumni. Southern University’s developmeet offic
(personal communication, April 30, 2009) noted how proficient the university’'s CSAO
was in soliciting donors. At the same time, Southern University’'s CSAQofpedrs
communication, March 23, 2009) stated that student affairs also served as the
“gatekeeper” of student organizations to cut down on the amount of development unit
time spent reviewing student requests for alumni support. Southern Universitdgats
affairs unit also tracked student involvement to help development keep accurate records
for alumni engagement and solicitation activities. Eastern Universigy'sldpment unit
benefited from student affairs staff members’ expertise in student dijects,
cooperation during homecoming weekend, and arranging tours of student lifee&ciliti
for donors (Eastern University student affairs fundraiser, personal commiomj@spril
30, 2009). Thus, successful fundraising collaboration contained many convergences
across the three institutions, as indicated by evidence of the ways studesit affair
fundraising and the collaborative student affairs and development partnerships supported
institutional mission and fundraising objectives, provided a novel approach to engaging
alumni and donors, and benefited both student affairs and development units.

Cross-Case Analysis Summary

In summary, this section presented the findings from a cross-case anallgsis of t

three institutions’ student affairs fundraising efforts, particularlyctiilmboration among

student affairs, development, and other institutional partners in carrying outisumgira
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activities. To prepare the cross-case analysis, | analyzed datanteymews,
documents, and observations from three case study reports. To establish the@ontext
the case study, | presented comparative information on the three institutions’
organizational cultures and student affairs and development subcultures. Theanstitut
had many divergent characteristics, yet there were some convergencesinatignal
cultures and student affairs and development subcultures. Common institutional
organizational cultural factors included the institutional heritage of fundgaasid
alumni engagement and institutional support of student affairs or student aftzies-re
activities. Common student affairs divisional characteristics were #sempce of
departments and services reflecting individual campus cultures and the leadesaship of
well-respected CSAO in implementing the student affairs fundraisitigtineé or major
capital project. Common development characteristics were the presenogesf pr
fundraising and alumni engagement efforts at all three institutions.

| organized the comparison of the three student affairs units’ fundraising dsstori
into five common themes: fundraising prior to current CSAQ’s arrival, batoestdent
affairs fundraising, capital projects and student affairs fundraisin@eglgr creating
fundraising infrastructure, and the current economic situation and student affairs
fundraising. The three institutions’ student affairs fundraising historiesdvin their
content and dates. Eastern University had a student affairs fundraisgugvit
including a student affairs fundraiser, in place years before Western andr8outhe
universities had their initiatives in place and fundraisers hired. Yet, theeesonme
common elements to the student affairs fundraising histories. Capital proEe the

impetus behind the initiation or the expansion of student affairs fundraising effaits i
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three cases. In addition, in all three cases, the CSAOs played cruciasieadeles in
the student affairs fundraising histories.

The overarching theme of the cross-case analysis was the collaborabiog am
student affairs, development, and other members of the university communityng rais
funds for student affairs services, activities, and facilities. There mwang common
elements in these relationships. In all three cases, the most important ofaherative
relationships involved the CSAO and the student affairs fundraiser along with the
development officers. The important collaborative relationships, however, traadcend
the student affairs and development partnership. At the same time, in all thiedlease
interactions among student affairs and development staff members reveated cl
divergences in mission, vision, and priorities for these units, but similar definitions of t
characteristics of successful student affairs fundraising collaborati

Overall Summary

These four chapters examined the nature of the collaboration between student
affairs and development units and other institutional partners at thvegepresearch
universities to raise funds for student services, activities, and facilitiesthree
institutions, located in three different regions of the United States, had unique
institutional cultures and student affairs and development subcultures. As atihesult
three institutions’ student affairs fundraising histories followed distiagiaths. The
nature of the collaborations necessary to raise funds for student affagstpBig0
varied across the three institutions.

Yet, there were convergences among the three institutions’ student affairs

fundraising histories and collaborations. Historically, all three univessgtudent affairs
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fundraising initiatives were started or expanded as a result of majtalgaojects. In
addition, all three institutions’ CSAOs were instrumental in creating odibgiland
sustaining the student affairs fundraising efforts. In all three casesytlensaffairs
fundraisers had past experience as development officers and played crasiai rol
bridging the student affairs and development divisions.

All three institutions’ student affairs fundraising efforts were suppornged b
collaborations that transcended the student affairs and development unit relationship
all three cases, students, donors, and executive leaders also played alesdal student
affairs fundraising.

The collaborative relationship between student affairs and development iddicate
that there are differences in the two units’ subcultures. All three instisutontained
evidence of student affairs and development officers’ differing worldvievssioms, and
roles. At the same time, the two units’ perspectives on what constituted successful
collaborative relationships were very similar. As a final word, all thrsgtutions’
representatives expressed hope that these differences in studenaaffalesrelopment

subcultures and perspectives could be settled to the benefit of the individual amstituti
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CHAPTER IX
IMPLICATIONS

Chapter 9 presents the summary of the implications of the dissertatiahgyin
After stating the study’s purpose and significance, | present thkksrasd discuss
interpretations of the findings within the context of the student affairs funuyaisi
literature. This chapter then turns to the implications of the study for thedmractice.
Chapter 9 concludes with recommendations for further research, a discussion of the
limitations of the study, and a summary of the entire document. Based on this
dissertation’s findings, Appendix T contains a draft of a journal article forefutur
submission to th&lASPA Journal

Purpose of the Study

The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities veitissut
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. The problem of practice is that Vauieg
difficult financial times, student affairs divisions and their leadezsrareasingly
considering collaborating with development officers and other institutional pattners
raise funds for student services, activities, and facilities. Studensd#aders, however,
do not have proven strategies based on empirical data to make these decisions. The
research problem addressed by the study is that, although research shawdedhat s
affairs and development office collaboration is often a crucial factor isuteess of
student affairs fundraising, the literature is predicated primarily artipoaer-based

articles. This body of literature fails to include an empirical analydiseo$trategies
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employed in the formation of successful student affairs fundraising paijppeet private
research universities. This dissertation studies this gap in the resteaathre.

This study addressdise above-stated purpose through the following research
guestions:

1. How do student affairs and development offices define “successful” collairorati
in fundraising?

2. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships to successfully raise funds for student affa
services, activities, and facilities?

3. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?

4. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundaediforts?

5. How have student affairs officers with fundraising initiatives succeedealving
student affairs services, activities, and facilities included among¢uithstial
fundraising priorities?

Significance of the Study
This study addressed the gap in the literature about proven stratedies for
formation of student affairs and development office partnerships at privatectesea
universities. As such, this study contained findings of interest to higher education
researchers and practitioners.
This study filled a gap in student affairs fundraising research.dgyi student

affairs fundraising at private research universities was exaryedly three empirical
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studies (Hillman, 2004; Rovig, 2009; Terrell et al., 1993). The first study, published in
1993, had significant limitations since it is dated and focused only on CSAOs’
fundraising activities and their perceptions of this role without addressidgrataffairs
divisions’ relationships with development units (Terrell et al.). The secodyg stas a
dissertation on student affairs fundraising activities at private and pultierregucation
institutions in Texas (Hillman, 2004). Because of a narrow regional foxltha fact
that the dissertation did not compare public and private university fundraisingi@stivi
Hillman’s study also had limitations for the topic of student affairs fundigei private
research universities. The third study was a dissertation that, from 2004 to 2007 curvey
student affairs divisions nationally to determine student affairs fundrarsingst (Rovig,
2009). This dissertation’s primary limitation was a very low response rate amioyg s
participants, which called into question the validity of the findings. Furthexnierrell
et al.’s article, Hillman’s dissertation, and Rovig’s dissertatioihndit distinguish among
the differing private and public institutional types. By contributing to our kedge of
student affairs fundraising, this study may compel researchers to enmbarkher
investigations of proven partnership creation and fundraising strateg@stioue to
address the many gaps in the literature. This dissertation offered atngaves of the
partnerships between student affairs and development at private researcsitigsve
close this gap.

This study was significant to higher education, student affairs, and develbpme
practice in three main ways. First, this study provided data that will p&uhtd the
further understanding of successful strategies for higher education fumglaisthe

institutional level. Student affairs fundraising efforts are not juss@sgistudent affairs
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divisions, but are augmenting the entire institution’s efforts to provide resoarces f
student and academic support services that will facilitate studentgichhdéselopment.
Moreover, as a result of these fundraising efforts, higher education sfficerss the
institution will be better informed about how to more effectively and efficieaibe
funds to support their institutional missions. Second, the results of the study, which
applied an organizational culture theoretical framework, may help studerg affd
development officers to understand each other’s cultures better. This stloy ofil
significance if it encourages both student affairs and development otficersognize
the importance of collaboration to achieve common goals. Last, in the end, this
dissertation, by enhancing student affairs fundraising practices, will $igtpdent and
academic support services, programs, and facilities. Higher educationimssitstudent
affairs divisions, development units, and students themselves will be the ultimate
beneficiaries of this study.
Findings Related to Research Questions

This section links the study’s results to the research questions and subquestions.
Each section is followed by a discussion that ties this study’s results tashege
student affairs fundraising literature.
Definitions of Successful Collaboration in Fundraising

The first, and overall, research question was intended to address the overarching
theme of student affairs and development collaboration in student affairs fumglraise
guestion was the following: How do student affairs and development offices define
“successful” collaboration in fundraising? | designed this question to gathentstude

affairs and development officers’ perceptions and definitions of the collamsaident
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affairs fundraising relationships at the three participating ingiistiThe three case
study reports and cross-case analysis report examined the views of stiadenduad
development officers on what constituted characteristics of successhdnsaips for the
purposes of student affairs fundraising. | studied this topic by collecting anaiagal
data relating to organizational culture, student affairs and development sulsgulture
student affairs fundraising history, and collaborative relationships in supptutiehs
affairs fundraising within and across the three cases. The overall thegaeding the
definitions of successful collaboration were the following: these prodyasistaerships
transcended the student affairs and development relationships; supported overall
institutional mission and fundraising goals; facilitated outreach to a@nmni, and
other donors; and benefited both the student affairs and development units.

First, in all three instances, the definitions of successful collaboration went
beyond the student affairs and development units to include other institutional partners.
The particular partners, however, varied across the three institutions. tioratilthe
development division, Western University’'s CSAO and student affairs fundraiser
(personal communication, March 16, 2009) emphasized the agency of the provost, deans,
students, parents, and student affairs departmental directors in the fundraisess pBy
contrast, Southern University’s student affairs fundraising collaborggorghern
University CSAO, personal communication, March 23, 2009) included few, if any,
individuals from academic affairs. Instead, Southern University’'s CSAO laashe
president, development officers, parents, students, and student affairsestéférs
formed the main fundraising partners. Likewise, Eastern Universitydest affairs

fundraising partners included few academic affairs representatives]ibdtupon the
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president, alumni donors, students, parents, and student affairs staff menaleliion

to development staff members as collaborators (Eastern University GfeA€onal
communication, April 13, 2009). Although the individual partners varied across the three
institutions, the collaborators transcended the student affairs and developneenthisit
finding contrasted with some of the studies in the student affairs fundraiemagure.

Many of the previous studies isolated the student affairs and development officer
interactions and did not investigate the roles of other agents in the studeat affair
fundraising process (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy, 2007).
Thus, this study’s findings indicated that the collaborative relationships in stidces
student affairs fundraising were not limited to the student affairs antbgevent
partnerships.

Second, all three institutions defined successful student affairs fundraising as
being supportive of institutional missions and fundraising objectives as well as the
student affairs unit missions and fundraising objectives. The CSAOs, studenst affai
fundraisers, and development officers participating in this study all enzglahat
student affairs fundraising should support not just unit mission and goals, but also
institutional mission and goals. As such, the three CSAOs viewed their studest af
fundraising role, first and foremost, as a way to fulfill institutional rorssind goals.
Western University’'s CSAO (personal communication, March 16, 2009) remarked about
this role that “I am the conduct for the division as well as the institution.buth®rn
University’'s CSAO’s (personal communication, March 23, 2009) words, this role
involved service as an “institutional ambassador”. Eastern UniversiBAQpersonal

communication, April 13, 2009) also pointed out that, during fundraising solicitations,
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institutional needs went before divisional fundraising needs. This finding correxpond
with previous studies that argued for the relevance of student affairs fundfaising
supporting institutional mission and fundraising objectives (Fygetakis & Dalton, 1993;
Jackson, 2000; Rovig, 2009; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et
al., 1993).

Third, the study participants’ definitions of successful collaboration identified
student affairs fundraising, through student activities and involvements, decivef
way to identify, cultivate, and solicit donors. In particular, all three ingtriathad at
least one representative who identified an instance in which student affaitaigurglr
led to new donations or an increase in donations among existing donors. Western
University’s CSAO, student affairs fundraiser, and alumni affairsaffjpersonal
communication, March 16, 2009) all recognized that student affairs projects, in
addressing outside-of-the-classroom activities, resonated for many ddrorad/been
active in student activities, student organizations, and athletic teams. Southern
University’s student affairs fundraiser (personal communication, April 3, 2009) and
development officer (personal communication, April 30, 2009) both mentioned student
affairs as a fruitful way to identify and solicit potential donors. At both Wested
Southern universities, the student affairs division tracked student activities and
involvements to support alumni engagement efforts. Eastern University’'s feamti
also referred to student affairs fundraising as an effective way tihgtaonversations
with donors and an important part of the college experience for many donors. This

finding was consistent with the content of student affairs fundraisimgtlire
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enumerating the rationale for these initiatives (Fygetakis & Dalton, 199&ag2000;
Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al., 1993).

The final part of the definition was the realization on the part of student affairs
and development officers of the ways student affairs fundraising collaboratisieess
both student affairs and development units. For student affairs units, student affairs
fundraising initiatives financially supported divisional services, actwjtand facilities.
The Western University center, a $100 million project, was supported by stuidénst af
fundraising. Southern University’s concourse project, a $10 million initiative, wa
financed by student affairs fundraising. Eastern University’'s resal@ammunity, a
$200 million project, was paid for by student affairs fundraising. In another skase, t
initiatives also helped the student affairs units, in all three cases, to bel\ogwee
institution more like a school than an auxiliary enterprise. This, by itself,chetpdent
affairs divisions raise their profiles by being listed among the institait fundraising
priorities. For development units, student affairs fundraising also produced numerous
benefits. At Western University, student affairs offices, particuladyctreer center,
partnered with alumni affairs to offer programs for students and engagetcstudents
and alumni. In addition, student affairs, by tracking student involvement, assistad al
engagement efforts. At Southern University, the development unit point of contact
(personal communication, April 30, 2009) considered the CSAO one of the more
effective closers at the university in soliciting donations. At the same thestudent
affairs division helped development by being the student organization “gatekemper” f
solicitation requests (Southern University CSAQO, personal communication, March 23,

2009). At Eastern University, student affairs staff members assistelopieent by
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supporting homecoming weekend, identifying donors, and conducting tours of facilities
for donors (Eastern University student affairs fundraiser, personal comrmiomj@spril

30, 2009). This finding corroborated and added to the content of student affairs
fundraising literature articulating the rationale for these iints (Fygetakis & Dalton,
1993; Jackson, 2000; Rovig, 2009; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993;
Terrell et al., 1993).

In summary, the findings from the first research question are valuable to
researchers and practitioners. The findings suggested that the definitiansessful
student affairs fundraising collaboration transcended the relationshipsdmestudent
affairs and development divisions. The findings also undergirded the rationale f
establishing a student affairs fundraising initiative for supporting instiaft student
affairs, alumni affairs, and development goals.

Strategies to Foster Successful Fundraising Collaboration

The second research question was the following: What strategies foster
collaboration between student affairs and development offices that have besss&icc
defined by those initiatives that have met or exceeded institutional and unitigumgira
goals, in raising funds to support student affairs services, activities, alitie&iti
designed this question to examine a key factor in student affairs fundraistiegnéied
by many previous studies on the topic (Fygetakis, 1993; Hendrix-Kral, 1993; Kroll, 1991,
Murphy, 2007; Rovig, 2009). The overarching strategies were the following: successful
collaborative relationships were tied to organizational culture and studens afidi
development subcultures, importance of executive approval and support of student affair

fundraising initiatives in forming collaborative relationships, capitalgutsjas a
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galvanizing force for collaboration, and the student affairs fundraisendnawritical
role in the collaborative relationships.

The overarching culture and the student affairs and development subcultures,
affected the student affairs fundraising relationships among student affdirs
development staff members. At Western University, development’s oegi@mal
structure and culture, coupled with the well-connected, veteran CSAO and helagwe
development leaders, produced a very autonomous student affairs fundraisatigeniti
and an informal, yet productive, collaborative relationship between studains affid
alumni affairs. At Southern University, the organizational culture placingrstadf@irs
in a secondary role, mixed with the highly structured development unit, genexetisd a
structured, formalized collaboration between student affairs and developmeastétrE
University, the organizational culture supporting student affairs projectsyparly
residential initiatives, combined with a veteran student affairs leaderstndent affairs
fundraiser reporting to development, created a structured, formalized cdiladora
relationship marked by some conflict. Thus, the collaborative relationships between
student affairs and development at all three institutions were shaped bgdheational
culture and two units’ subcultures. This finding reinforced the conclusions of
Schoenecke’s (2005) study which, in applying an organizational culture frakeadso
emphasized the significance of campus culture and student affairs and dewlopme
subcultures in student affairs fundraising. At the same time, this study, alkbng w
Schoenecke’s study, took a distinct approach from the other studies that viewed student
affairs and development relationships from theoretical frameworks based naedsusi

leadership models (Fygetakis, 1993; Hendrix-Kral, 1993; Kroll, 1991).

289



This study also produced findings corroborating the importance of executive
approval in establishing student affairs and development collaboration. All three
institutions’ student affairs fundraising initiatives were establisiteakpanded by the
CSAOs being successful in securing presidential support for these €effoid affirmed
Schoenecke’s (2005) finding that the three CSAOs in his study instigateddbatst
affairs fundraising initiatives. As a result of the presidential approvatidiielopment
units, in all three cases, earmarked resources, in the form of fundraisersatficers,
to support student affairs fundraising. This finding also corresponded with thatstude
affairs literature that advised CSAOs to gain executive approval for famdyaather
than launching such initiatives independently (Jackson, 2000; Schuh, 2003b; Shay, 1984;
Terrell & Gold, 1993; Terrell et al., 1993).

In this study, the collaborative student affairs fundraising relationships we
galvanized by the three capital projects. All three institutions’ cgmitgécts mobilized
student affairs and development staff members as well as a wide rgragénefs.
Western University’s capital project team included representatiogsdtudent affairs,
alumni affairs, development, academic affairs, students, facilitieageanent, and
dining services. Southern University’s capital project team consisteéddsrd affairs
staff members, development officers, and the president. Eastern Univerapita
project team included the president, CSAO, student affairs staff membelsmaca
affairs representatives, and students. This finding corroborated Héfrdtix{1996)
and Rovig’s (2009) conclusions that capital projects were often factorsgingiabout
successful student affairs and development collaboration and effective stddiesit af

fundraising efforts.
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The final strategy in creating successful student affairs and development
collaboration involved the central role of the student affairs fundraisers. Alitibag
position descriptions of the three student affairs fundraisers varied aaasstitutions,
the fundraisers played vital roles in the creation and sustenance of studesntafiai
development partnerships. As indicated by the cross-case analysis, alltatit s
affairs fundraisers had extensive development experience and bridged the dtanent a
and development cultures. This finding implied that student affairs fundraisiearoh
should not limit investigations to the CSAO and CDO collaborative relationship,
emphasized in many of the previous studies (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll,
1991; Murphy, 2007). Instead, the student affairs fundraiser, who plays a verycaignifi
role in the collaboration process by serving as a key liaison between studeataadti
development, was an important agent in the student affairs fundraising prduess. T
these findings on collaborative strategies relayed the importancditftiosal culture,
executive approval, capital projects, and the student affairs fundraisertingeeal
sustaining successful collaborative relationships for the purpose of studenst affai
fundraising.

Establishment of Student Affairs Fundraising Initiatives

The third research question was the following: How have student affanersffi
established initiatives to raise funds for student affairs servicegtiastiand facilities?
This question was intended to provide evidence of the strategies used by the three
participating institutions’ CSAOs in surmounting existing barriers, if s&aey, and
establishing student affairs fundraising initiatives. The overall thenteeeddrom the

findings were the following: CSAOs understanding institutional culturdyeofrules of
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the game”; CSAOs recognizing barriers to establishing a student &ffiathsising
initiative; CSAQOS’ prior experiences that prepared them to implement or expand
fundraising operations; and CSAOs surmounting barriers by creating qapj&dts
approved by executive leaders.

First and foremost, the CSAOs | interviewed at all three institutions emptas
that understanding the institutional culture, or, in one individual’'s words (Western
University development officer, personal communication, March 16, 2009), the “fules o
the game,” was a chief factor in successfully placing student affairs fsrajpong
institutional fundraising priorities. The three CSAOs, as veteran leadeusnalated the
ability to understand the actions it took to navigate the cultures, hierarcheggsa
and politics of their institutions. As a result, they guaranteed that studert pffgects
were placed among their institutions’ capital campaign and annual fundiesiorit
Western University’'s CSAO formed alliances with the provost and deans tosnskrht
affairs projects among institutional priorities. Southern Univers@B8#\O carefully
planned the student affairs fundraising projects to mirror the themes of insatut
strategic plan and fundraising priorities. Eastern University’s CSAO tse@sidential
capital project as a means of expanding the student affairs fundraisiaiviaito
support other divisional initiatives. This finding confirmed Schoenecke’s (2005)
argument that organizational culture is a crucial part of student affaideartbpment
collaboration. At the same time, this finding provided insight that transcended the
previous studies, which used business models focused on leadership to produce their

findings (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy, 2007).
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Based on the differing organizational cultures of the participatingutisns, all
three CSAOs faced different barriers to establishing and sustaining teatsaffdirs
fundraising initiatives at their respective institutions. The CSAOsext¥vh and
Southern universities faced competition among the universities’ units and schools for
resources, donors, and development support as well as reluctance among institutional
leaders to support what was perceived to be projects of importance secondary to
academic initiatives. At the same time, Southern University’s CSAQifwbel a lack of
fundraising interest and skills among the university’s previous CSAOsriaste
University’'s CSAO inherited a student affairs fundraiser and benefied dr
presidential initiative calling for the expansion of an existing fundrasifayt. These
findings mirrored many of the themes presented in previous student affairs $urglrai
studies that addressed institutional barriers (Jackson, 2000; Schuh, 2003b; Shay, 1984;
Terrell & Gold, 1993; Terrell et al., 1993). These student affairs, development, and
institutional barriers were similar to the ones referenced in these &fatiemed studies.

All three CSAOs’ prior experiences prepared them to propose and conduct
fundraising operations. The background of Western University’s CSAO included
financial management and fundraising experience (Western Universit Qihsonal
communication, March 16, 2009). The CSAO previously wrote successful grant
proposals and published chapters in books and articles on student affairs financial
management. Southern University’'s CSAO had a role at a previous institutionimganag
the student affairs division’s finances and also performed outreach to parentsisstude
and alumni in that position (Southern University CSAO, personal communication, March

23, 2009). Southern University’s CSAO also believed strongly that a CSAO should be an
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ambassador for the university and division, a role aligned with fundraising
responsibilities. Eastern University’s CSAO had previously served as @hmesmt
management leader and had conducted a $75 million capital campaign (Eastern
University CSAO, personal communication, April 13, 2009). Thus, all three CSAOs had
experiences that had positioned them well to surmount institutional barriers in
implementing and expanding student affairs fundraising initiatives. This fimehsgn
line with the themes included in previous studies on ways CSAOs and higher education
institutions can prepare leaders and units for the implementation and management of
student affairs fundraising efforts (Fygetakis, 1993; Hillman, 2002; Jackson, 2000;
Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al., 1993).

All three CSAOs used their political acumen to surmount institutional batoiers
initiate or expand their student affairs fundraising initiatives. Thesegiea manifested
in two major forms. First, the CSAOs conceptualized capital projects thatieerto
their institutional missions or strategic plans. Western Universigyitec addressed the
university’s mission to build community among the university’s stakeholders. $outhe
University’s concourse project was also connected to the university’s simpina
building community among students, faculty, and staff. In addition, Southern
University’s concourse project fulfilled a strategic plan initiatwéie together the
various sectors of the campus and create a useful entry to a relativedjudewt center.
Eastern University’s residential project focused a presidential and latzatve to
correct a housing problem at the university. Second, the CSAOs garnered adlids ofut
their division to support the project. Western University’s students wereakruci

supporters of the Western University center (Western University studiains af
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fundraiser, personal communication, March 16, 2009). In addition, Western University’s
center, with admissions, alumni affairs, and dining as occupants, gatheeeth#joe
allies outside of the student affairs unit to support the project. Southern University’'s
concourse project was implemented with the help of the university’s preartnt
development unit (Southern University CSAO, personal communication, March 23,
2009). Eastern University’s residential project addressed an instituticethldentified
by the president and the board and was guided by a team consisting of faculty shember
student affairs staff members, development staff members, and studerga(East
University CSAO, April 13, 2009). Therefore, the CSAOs surmounted existing barriers
to student affairs fundraising by addressing institutional needs and asseanwiihg
variety of allies for their projects. This finding reinforced Hendtral’'s (1996) study’s
conclusion that tied capital projects with student affairs fundraising SsiCERis finding
also added the dimension of synchronizing the capital project with institutieads and
culture as an important precursor to initiating a student affairs fundraiorg

Once the CSAOSs recognized and overcame the institutional barriers by
formulating the capital project plans, they secured executive support of sttideat a
fundraising. The CSAOs’ means of confirming presidential support variedsattre
institutions. Western University’'s CSAO (personal communication, April 16, 2009) took
over a decade to develop plans and assemble allies to support the Western University
center. With these well-constructed plans, the CSAO (personal communicatieh, Ma
16, 2009) secured Western University’s president’s consent to launch the fundraising
initiative and capital project. By contrast, Southern University’'s CSAG@pal

communication, March 23, 2009) had an informal conversation with the university’s
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president that resulted in the launch of the student affairs fundraisingveitiat
Eastern University, the CSAO (personal communication, April 13, 2009) arrived to find a
student affairs fundraiser in place and a board and president eager to implemagnt a
student affairs fundraising effort in support of the residential capitalgbrdjbis finding
was consistent with previous studies’ findings that emphasized the importance of
executive support to launching, expanding, and sustaining a student affairs fogdrais
initiative (Jackson, 2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al.,
1993). In summary, this study’s findings corroborated and added to the existiauylge
on collaboration strategies involved in introducing, expanding, and maintaining student
affairs fundraising initiatives.
Interaction Between Student Affairs and Development Units in Fadraising

The fourth research question was the following: In what ways do successful
student affairs practitioners and development officers interact with eashiotéin effort
to facilitate successful fundraising efforts? This question adettdbe main ways that
student affairs and development staff members worked together to support student aff
fundraising efforts. | designed this question to inventory the specific stagent affairs
and development staff members worked informally and formally with each otteer. T
overall themes included the following: informal meetings and delegated respbasibil
formal agreements and meetings, and special events.

Student affairs and development interactions varied across the three institutions
However, these interactions took three major forms. First, the most commontioterac
were informal meetings mentioned by study participants. All threiutishs’ case study

reports contained evidence of such interactions. Western University, howgliats w
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decentralized organizational culture, had the most informal, or, in the words of one
participant (personal communication, March 16, 2009), “ad hoc” relationship between
student affairs, alumni affairs, development. As such, Western Univerdgy&opment
unit had a “hands off” approach to the student affairs fundraising initiative. Study
participants at Southern University (personal communication, March 23, 2009) and
Eastern University (personal communication, April 13, 2009) also referred to imforma
interactions at many stages of the fundraising process. Southern UnivemsdyEastern
University’s student affairs fundraisers referenced many instancesngf development
colleagues as sounding boards for approaches to major donors as well as fundraising
project propositions.

Second, all three institutions also had examples of more formalized interactions
between student affairs and development officers. Western University’s sfiidénst
fundraiser (personal communication, March 16, 2009) had recently, in March 2009,
begun meeting monthly with a development unit point of contact. Western University
also had development and alumni affairs officers serving on the Western Uwgiversi
center planning committee. Compared with Western University, Southerraatetric
universities had more levels of formalized interactions between studens affdli
development officers. Southern University’'s CDO assisted the CSAO innmgp i
student affairs fundraiser position description when the first person in thatftakele
university (Southern University CSAO, personal communication, March 23, 2009).
Southern University’s development officer (personal communication, April 30, 2009)
also reviewed student affairs fundraising projects to determine their tyiaBiiuthern

University’s student affairs fundraiser (personal communication, April 3, 2068)ged
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a series of meetings with development officers during the first few week® goit In
addition, Southern University’s student affairs fundraiser scheduled angjdmdveekly
meeting with the development point of contact. Over the years, Eastern Uwgisersi
CSAO (personal communication, April 13, 2009) established memorandums of
understanding with the CDO to document the student affairs fundraising priorities and
goals. Eastern University’s development point of contact (personal communicatidn, Apr
13, 2009) emphasized that this document could be edited, but that the student affairs
fundraising efforts were specifically tied to the memorandum’s conterteraas
University’'s student affairs fundraiser, a development staff memberyageteintly with
development officers and the CSAO, and also attended the student affairs senior staf
meetings on a weekly basis.

Third, the final series of interactions involved student affairs and development
collaboration in planning and staging fundraising and alumni engagement events. A
three institutions staged events and activities directed to alumni and presplectors
that were a result of student affairs and development collaboration. Wesigandity's
student affairs and alumni affairs units sponsored events for current undetegsaahc
alumni relating to career mentoring (Western University alumni aftdficer, personal
communication, March 16, 2009). Western University’'s student affairs unit included the
university’s Mexican-American and African-American alumni soegtwhich also
worked closely with alumni affairs in staging fundraising events. Westsiversity’s
student affairs division partnered with alumni affairs in sponsoring fundraisemgsefor
the Western University center designed around football game tailgatesumnions of

former student government presidents (Western University student affashsiser,
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personal communication, March 16, 2009). Southern University’s student affairs
fundraiser (personal communication, April 3, 2009) partnered with development officers
to create invitation lists and plan “parlor events” among alumni in locatioassattre
United States to raise funds for student affairs projects. Eastern Utyi'gestiident
affairs division supported the development unit's homecoming weekend and tours of the
campus and residential facilities for donors (Eastern University studein$ &fifadraiser,
personal communication, April 30, 2009). In addition, Eastern University’s student
affairs fundraiser (personal communication, April 30, 2009), as a development, office
assisted with major donor visits and often teamed with the CSAO or other studiesit affa
senior staff members during these visits. In summary, these findings wier@ ivith
previous studies’ findings on the importance of student affairs and development
collaboration, but also pointed out the specific ways these collaborations ocmuared
emphasized the central role of the student affairs fundraiser in thesetiotesa
(Jackson, 2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al., 1993). In
particular, these findings added depth to the existing literature on studerst affai
fundraising collaboration.
Inclusion of Student Affairs Projects Among Institutional Fundraising Priorities

The fifth research question was the following: How have student affairgersffic
with fundraising initiatives succeeded in having universities include studairsaf
services, activities, and facilities among institutional fundraising pgefl This question
addressed strategies the three participating institutions’ studens aff@irdevelopment
officers used to include student affairs projects among institutional fundraisangies

during annual fund drives and capital campaigns. | designed this question to examine
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specific ways student affairs units acted to have student affairs projgeteed among
the overall institutional fundraising priorities. The overall themes includgedbtiowing:
aligning student affairs mission, strategic plan, and fundraising psoviith
institutional mission, strategic plan, and fundraising priorities asasesdklecting projects
that were relevant to institutional mission, needs, and culture.

In all three of the cases, the success of the student affairs divisionsicisnge
part, from their aligning their fundraising priorities with institutionasson and
strategic plan. The most distinctive example of this alignment was Southemrsity’s
effort to base student affairs mission, strategic plan, assessment, andsfuoggraorities
on its institutional mission and strategic plan. Southern University’'s C(pAGonal
communication, March 23, 2009) explained, “there is actually a logic from planning and
analysis to the strategic plan to the assessment to the developmensarallysie
aligned.” These connections resonated with Southern University’'s developmeet offi
(personal communication, April 30, 2009), who felt that the academic and cocurricular
programs were tied together and “critical to the academic life of the utywerhe
resulting five student affairs fundraising priorities, in turn, stemmed 8oathern
University’s strategic plan, student affairs strategic plan, and studamsaf$sessment
plan. The CSAOs at Western and Eastern universities also underscored thaa@onnect
between student affairs fundraising priorities and the institutional misarwhstrategic
plans. Western University’'s CSAO (personal communication, March 16, 2009) pointed
out that institutional priorities went before and were the basis for studains af
fundraising priorities. Likewise, Eastern University's CSAO (persooadraunication,

April 13, 2009) also placed institutional priorities such as the financial aid sshipla
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initiative before student affairs fundraising projects. This finding providecdam@e of
the best practice for current student affairs fundraisers to align saftirg fundraising
projects with institutional missions and strategic plans when introducingpanég
student affairs fundraising initiatives. The finding also added to the staffaims
fundraising literature on best practices for implementing a successi@ative (Jackson,
2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al., 1993).

The specific projects inserted among the institutional fundraising pFgat the
three participating universities were, for the most part, linked to institltoitare and
needs. At Western University, the capital project, the Western Universiigrce/as tied
to the university’s mission to engage and build community among students, facfflty, sta
and alumni. Western University also prioritized the $2 million athletics- anittisgated
project to reflect the institution’s focus on football as a means of building community
(Western University CSAO, personal communication, March 16, 2009). Other projects
tied to the institutional culture include the endowment of the student activitiesodise
position and a campus recreation center. At Southern University, the capitat,hge
concourse, reinforced the university’s tightly knit campus community. Southern
University’s five fundraising priorities, student leadership development, rdtocental
and physical health, student career services, student diversity initiatidestuaent civic
engagement, were also connected with the content of the institutional mission and
strategic plan and, therefore, institutional needs. At Eastern Universityedidential
project addressed an institutional priority: the need for a residential cotymaAintihe
same time, the other student affairs fundraising priorities also relatsdlyliio

institutional culture and needs: alumni mentor program, mental health education and
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outreach, and Greek leadership program. This finding also reinforced Schosnecke’
(2005) study’s argument that organizational culture is a crucial part of saftkarg and
development collaboration, while adding a different perspective to the studiesvthat ha
focused on leadership as a main element of the collaborative student affairs and
development relationship (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy,
2007). At the same time, this finding presented evidence for the importance of student
affairs fundraisers to align fundraising priorities with institutionaturel. In summary,
these findings on the strategies of having student affairs projects included among
institutional priorities will be of use for practitioners as well as neseas (Jackson,
2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell et al., 1993).
Implications of Findings for Theory

This study contributed to researchers’ understanding of student affairsisurglra
in three major ways: (a) providing contemporary qualitative data on the wdiedst
topic of student affairs fundraising at private research universitieapfilying an
organizational culture framework to a topic that has heretofore been studied grimaril
through leadership models; and (c) correcting or updating practical and ttedoreti
assumptions on forming and sustaining student affairs and development collaborative
relationships to raise funds for student affairs activities.
Contemporary Qualitative Data

This study contributed contemporary qualitative data on an understudied topic to
fill part of the literature gap on student affairs fundraising. As the titeraeview
demonstrated, only eight empirical works have appeared on student affaiesdungdr

Six of the eight studies used quantitative methods to study student affigiraising
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(Fygetakis, 1993; Hendrix-Kral, 1996; Hillman, 2002; Murphy, 2007; Rovig, 2009;
Terrell et al., 1993). Previously, only Kroll's (1991) mixed-methods study divdstern
colleges and Schoenecke’s (2005) case study of three public universitiesdjathere
qualitative data on the topic.

Much of the student affairs fundraising literature is now very dated. Many of the
studies (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Terrell et al., 1993) were
published over a decade ago. There is also a dearth of studies on student affairs
fundraising at private research universities. Only Terrell ef883), Hillman (2002),
and Rovig (2009) gathered data on private research universities and, in all sesdloa
researchers did not decouple private research university findings from th# dat
set. Therefore, this study filled part of the gap in the literature byngdtirth an in-depth
examination of student affairs fundraising practices at private réseancersities using
gualitative methods.

Organizational Culture Theoretical Framework

This study also contributed to the student affairs fundraising literatunepbyiray
a theoretical framework that has been seldom used to study the topic. Previously, four o
the eight studies (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy, 2007)
applied leadership theories to investigate student affairs fundraisingo@slyf the
seven studies used an organizational culture framework to study the topicn&dteme
2005). This study’s application of organizational culture theory provided insight into the
ways institutional culture and development and student affairs subculturgedffec
student affairs fundraising and the student affairs and development colkabdorat

relationships. The individual case study and cross-case reports wereceafiéme many
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ways that the universities’ “environment, mission, information, strategy, atelr&ap”
(Tierney, 2008, p. 30) influenced student affairs fundraising at the partigjpati
institutions. Many of the differences among the three universities'rgtadfairs
fundraising histories, projects, and collaborative relationships can be trabededo t
differing campus cultures and subcultures.

Critique of Past Studies

This study also corrected or updated several past assumptions about student
affairs fundraising and student affairs and development collaboration. Tlsesepsisns
included the following: (a) student affairs and development officers aanthpe
significant agents in the student affairs fundraising process; (b) stiflend and
development relationships are marked by cooperation and collegiality; fopste
successful student affairs fundraising efforts exhibit the most cooperatiwednethe
two units; and (d) student affairs projects typically involve a median $100,000
fundraising goal and include homogenous projects across different institutions.

First, this study suggested that the student affairs and development relationships
were neither the most significant student affairs fundraising relatimnslor the only
important partnerships involved in the process. At all three institutions, the ntiast cri
student affairs fundraising agents were the CSAO and the student affairsi$er. In
addition, at all three institutions, the collaborative relationships crucial tessfot
student affairs fundraising transcended the student affairs and developnestspé to
include such institutional agents as presidents, board members, student affewssdire
alumni affairs officers, deans, students, alumni, parents, and other donors. Pygtheusl|

majority of the studies isolated the student affairs and development offatgsnship
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and excluded other key fundraising partners (Fygetakis, 1993; Hendrix-Kral, 1996; Krol
1991; Murphy, 2007). This study suggested that student affairs fundraising theory should
include other institutional partners as key agents in the fundraising processtdhd tha
relationship between the CSAO and student affairs fundraiser was amongsthe m
critical relationships in the process.

Second, this study debunked the assertion that the student affairs and development
unit relationships were typically marked by cooperation. Three of the previaliesson
the subject, in applying a business model featuring a cooperative versusiteenpe
framework, argued that the relationship between the CSAO and the CDO wadlytypi
marked by cooperation (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991). This study
posited that the relationship between student affairs and development, as indi¢dated by
student affairs and development officers participating in this study, wasefidy
marked by conflicting divisional priorities, differing student affairs and lbgveent
subcultures, and mutual misunderstandings of the other unit’s mission and objectives.
These fissures were most prominent at Eastern University, the univeosityaffected
by the 2008—2009 economic downturn. At the same time, rifts between student affairs
and development units and subcultures appeared at Western and Southern universities as
well. Therefore, this study furnished evidence that the student affaireaalbpment
relationship also included some tension points, even at successful student affairs
fundraising institutions, that can be traced to the divergent student affairs and
development subcultures.

This study also challenged the notion that the student affairs and development

officers exhibiting the most cooperation have been the most successful ferglrais
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Previous studies linked the levels of cooperation between student affairs and
development officers with the amount of money raised by the student affairs furglrais
initiative (Fygetakis, 1993; Hendrix-Kral, 1996). This study, which examined three
successful student affairs fundraising initiatives, as indicated by ddeltilars raised
and the achievement of articulated student affairs fundraising objectivesstdjthat
the CSAO and CDO often had little, if any, collaboration during the fundraisinggstoce
More important relationships were evident between the CSAO and the studeat affai
fundraiser as well as between the student affairs fundraiser and othepteset and
student affairs staff members.

Last, this study updated the assumption that student affairs fundraisingroje
have been relatively low-cost projects designed around a circumscrildgsetities.
A previous study on student affairs fundraising published in the 1990s established
$100,000 as the median cost for a student affairs fundraising project, with $5 million
being the most expensive project encountered (Fygetakis, 1993). The threeadnstitut
participating in this study, Western, Southern, and Eastern universities, pf@nose
successfully implemented capital projects that, respectively, cost $1@thn$i0
million, and $200 million. These project costs far eclipsed the totals in Fydestakisg,
and showed the increased scope of student affairs fundraising projects sine&ifyget
study.

In addition, two previous studies reported that there were trends among the most
commonly implemented student affairs fundraising projects. Fygetakitidedchat the
most prevalent student affairs fundraising projects were women’s gantdtigultural

centers, and alcohol and drug education programs. Hillman (2002) found that the most
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common student affairs fundraising projects among the Texas colleges andgitiesver
were focused on raising money for athletic and financial aid progranssstUiay
suggested that student affairs fundraising projects were often endenstttdions and
linked to institutional mission and culture and student affairs and developmerdnsissi
and subcultures. As indicated by the individual case study reports and crossatgsis,a
all three institutions had facilities, positions, programs, and activities spdrispre
student affairs fundraising that were tied to their specific campus &jlpmerities, and
needs.

In summary, this study had several implications for student affairs fundraising
theory. This study filled part of the literature gap on the topic by gekiqualitative
approach with an organizational culture theoretical framework to studems affai
fundraising at private research universities. This study also catracteupdated
previous assumptions about student affairs fundraising.

Implications of Findings for Practice

This study’s findings have implications for the following: (a) institutionthwi
student affairs fundraising initiatives; (b) institutions consideringd¢aing student
affairs fundraising initiatives; (c) student affairs practitionarsd (d) development
practitioners.

Institutions with Existing Student Affairs Fundraising Initiati ves

Higher education institutions with student affairs fundraising initiatives can
benefit from this study’s findings. This study, which examined the partnerahipsee
institutions with successful student affairs fundraising programs, ddiate major

findings that can help other institutions expand their existing fundraisingseffayt
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importance of forming relationships with a variety of institutional partr{byssalue of
linking student affairs fundraising projects to institutional culture andiomisg)
significance of using student affairs fundraisers and development professisnal
valuable resources on the strategic and daily levels; and (d) stsategassuring that
student affairs projects are included in institutional strategic plans arnghon
priorities.

This study’s findings suggested that successful student affairs fungraisi
collaboration transcended the student affairs and development units. For one, as
evidenced in the three cases presented in this study as well as many otbsrostule
topic (Jackson, 2000; Penney & Rose, 2001; Rovig, 2009; Schuh, 2003b; Shay, 1984;
1993; Terrell & Gold, 1993; Terrell et al., 1993), presidents, board members, and
provosts were key allies in establishing student affairs fundraisingivesaThe
important partnerships, depending on the institution and its culture, also included such
collaborators as deans, student affairs directors, alumni affairersffigarents, alumni,
and students, among others. One of the most important agents in the student affairs
fundraising processes examined in this study were donors. Western UnigeZS#O
(personal communication, March 16, 2009) definition of successful student affairs
fundraising contained the idea of donor collaboration in linking “institutional needs wi
the dreams of the donors.” In addition, all three institutions’ representatersomed
the effectiveness of students in the fundraising process in engaging praspkochni
and parent donors. Student affairs and development officers should make efforts to gain
widespread support outside of their divisions for student affairs fundraising project

particularly in partnering with students, parents, and alumni.
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This study’s findings also presented evidence that successful studérst aff
fundraising projects were linked closely to institutional culture, mission, aate it
priorities. Many of the three institutions’ student affairs fundraisitgepts were tied to
their respective institutional cultures. The three participating unistits, universities
with strong Greek systems, all had campaigns at early stagesrdttitknt affairs
fundraising histories targeted to Greek organizations’ alumni. The cpmiatts,
endowed positions and departments, and case statement materials alsocaddresse
institutional needs. The Western University center was designed to address the
university's need for additional space for student activities, admissionsniahffairs,
and dining, among other areas. Southern University’s concourse project was intended to
link all sectors of the campus together. Eastern University’s residerdjatpfulfilled
the need to establish a unified residential community and bolster institutibngy af
among the university’s students. Institutions with existing student aftencsdising
programs should also seek to design projects that address institution needs andhalign wit
their overall institutional missions and cultures.

This study’s findings indicated that the CSAO should treat the studentaffai
fundraiser and development points of contact as the two key allies once a student affai
fundraising initiative has been established. Both the student affairs fumsli@iskthe
development points of contact played important roles in this study’s partgjpati
CSAOs’ fundraising strategic planning and daily operational efforts. The tases
presented in this study were examples of the ways CSAOs can leverage tbprdenél
officers’ fundraising knowledge, resources, and expertise while also colialgorgth

the student affairs fundraiser to create sustainable student affairsisimglra
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infrastructures. In the three cases, development officers assistedng &ditilraiser

position descriptions, reviewing student affairs fundraising strategic plads,

identifying prospects, among many other key fundraising functions. Studerd affair
fundraisers, in all three cases, supported all phases of the fundraising prooess, f
raising major gifts to creating case statements. Student affairsuithitRindraising
operations should leverage the knowledge and skills of development professionals and
also consider hiring full-time student affairs fundraisers with developexgrience.

The final ramification of the study’s findings demonstrated effectivswa
ensuring that student affairs projects are included in institutional stragegis and
campaign priorities. All three universities’ student affairs fundrgisistories included
actions by the CSAOs that convinced their institutions’ executive leaderskig wdlte
of placing student affairs initiatives in strategic plans and among thdlduerdtaising
priorities. Western University’'s CSAO formed alliances with other depsarts and
students to create a compelling plan for a new student center. Southern Ursversity
CSAO convinced the president of the value of a community gathering place. Eastern
University’'s CSAO used a presidential initiative, a residential progeletvate other
student affairs fundraising initiatives. In all three cases, the CSal@sted projects that
were aligned with institutional culture and needs, and they were succassiNating
these initiatives to institutional fundraising objectives. Taken togetresetfindings
provide institutions with student affairs fundraising programs with ideas ortdhbuild

on existing efforts.
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Institutions Considering Implementing an Initiative

Higher education institutions considering launching student affairs fundraising
initiatives can also benefit from this study’s findings. This study, whicmeed the
partnerships at three institutions with successful student affairs fundrprsigigams,
related three major findings that can help other institutions establish trstingx
fundraising efforts: (a) recognizing the barriers to establishiedundraising program
and assembling allies to surmount these barriers; (b) having a CSAO with fungdrais
experience, interest, and abilities; (c) conceptualizing a capital prajbovidespread
institutional support and tied to institutional culture and mission.

This study’s findings provided ideas on initial steps student affairs leduarkls
take before implementing a student affairs fundraising initiative. The C&Agalkthree
institutions stated that the first step was understanding the institutidhakg or as one
individual put it, “the rules of the game” (Western University alumni edfafficer,
personal communication, March 16, 2009). As delineated in the three case study reports
the rules of the game for the institutions included such things as recggthieibarriers
to introducing a student affairs fundraising initiative, student affairgepia the
institution’s political hierarchy, the executive leaders required to apghavinitiative,
allies supportive of a student affairs fundraising initiative, and projectsdtiegss
institutional needs and align with institutional mission and culture. Thus, higher
education leaders considering introducing a student affairs fundraigiatjvei should
first decide whether student affairs fundraising is aligned with utistital culture, or the
“rules of the game.” Without an understanding of the institutional culture, support of

executive leaders, and alignment of fundraising projects with institutiohate, a
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student affairs fundraising initiative would have only a slight chance ogbei
implemented.

Higher education institutions should also note the central role of the CSAO in
leading, on strategic and daily levels, the student affairs fundraistragivi@. This
study’s findings pointed out that the student affairs fundraising initiatedsility was
based, in large part, on the CSAQ’s past experiences, institutional statfisndraising
experience. At the time of the interviews, the three participating instisitCSAOs had
amassed decades of higher education administration experience and earesuketteof
the universities’ leaders. Most importantly, all three CSAOs recedrile utility of
student affairs fundraising to their divisions and institutions. In addition, two of & thr
CSAQOs reported directly to the president, with Western University’s C&f0lrting to
the provost, but also serving on the university’s senior staff. All three of the ClsskiDs
backgrounds that prepared them to lead fundraising initiatives. In a previous position,
Western University’'s CSAO wrote grant proposals. Previously, Southewendity’s
CSAO was responsible for a student affairs division’s finances. As anmneantl|
management administrator, Eastern University’s CSAO led a sfigic®8S million
campaign to raise funds for financial aid scholarships. Therefore, the CS&@s pl
critical roles in the three institutions’ student affairs fundraisingresf Institutions
considering implementing such initiatives should recognize that studens affair
fundraising efforts have a better chance of being implemented with CSA®are/
veteran leaders, have had past experiences relevant to the fundraisingdrbokyea

earned the respect of their institutions’ presidents, boards, and provosts.
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This study’s findings also contained evidence of the importance of capitat{sroj
in establishing and expanding student affairs fundraising initiatives. Irtfi@cstudent
affairs fundraising efforts at all three institutions were implenteateexpanded as a
result of major capital projects. In addition, as indicated in the case studisretidhree
of the capital projects aligned with the institutional cultures and missionseHig
education leaders seeking to introduce a student affairs fundraising etfeira
institutions should, if there is an institutional need for it, conceptualize anstaifiairs
capital project to galvanize their fundraising initiatives. Therefoigher education
institutions considering introducing a student affairs fundraising initiakiveld
recognize the barriers to implementation, gather allies to support thevejt@infirm
CSAO interest and related experience in fundraising, and consider proposinlg capita
projects that are necessary and tied to institutional culture and missions.

Student Affairs Practitioners

With a growing number of student affairs units raising funds, student affairs
practitioners should recognize the utility of learning more about and gairpegexce
in higher education fundraising. This study put forth tangible examples of tisethaty
student affairs fundraising supported institutional and student affairs unitajahés
three institutions that | studied. To fulfill these goals, collaboration arstugnt affairs
staff members, development staff members, and institutional partners shouldtcatur
levels. Thus, student affairs practitioners should be acquainted with develaquiters
and terminology generally and their institutions’ development units’ missioate gt
plans, and culture specifically. In addition, with the study presenting evidertoe of t

disconnect that sometimes occurred between student affairs and development units
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subcultures, student affairs practitioners should make an effort to learn more about
fundraising and engage and support development colleagues.
Development Practitioners

Similarly, development practitioners should gain a better understandinglehst
affairs mission and organization and student development theory by collaborakting wi
student affairs officers at their institutions. Development practiticstevald understand
the ways student affairs fundraising supports development unit objectives tanaise f
for strategic priorities as well as the overall institutional roissind strategic plan. This
study’s findings pointed out that student affairs fundraising provided a wayebf
approaching donors and an effective means of engaging alumni, parents, and other
constituents. While recognizing the benefits of student affairs fundraising fioutiis,
development practitioners should also make efforts to know more about student affairs
units’ missions and functions and the benefits of student affairs fundraising to
institutional and development objectives.

In summary, this section discussed the implications of the study’s findings for
research and practice relating to student affairs fundraising and studestaid
development collaboration. In terms of theory, this study’s findings provided
contemporary qualitative data, applied an organizational culture theofedim@work,
and critiqued past studies on the topic. In terms of practice, this study’s findings
furnished student affairs and development officers with practical ideas oduaiing and
sustaining successful student affairs fundraising programs and studentaafairs

development collaborative relationships.
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Recommendations for Further Research

This study’s findings produced recommendations for further research tludt are
significance to researchers and practitioners. These recommendationsecamhbriety
of methodologies, populations, and research questions to examine student affairs
fundraising.

Student affairs fundraising, as an understudied topic in higher education
administration, requires additional study. With the last comprehensive suniedents
affairs fundraising having occurred in 2007 (Rovig, 2009) and only having a 10% survey
return rate, a new, more comprehensive study should be conducted of student affairs units
to discover the percentages of student affairs officers raising funds, studest aff
divisions with dedicated fundraising officers, student affairs projects spioyt
fundraising, fundraising dollars raised on an annual basis, and other stakisiscs
information would provide practitioners and researchers with valuable data on current
efforts and be points of comparison with the 2007 survey data.

The theoretical understanding of student affairs fundraising could also be
enhanced by quantitative and qualitative studies that investigate the nuances in
fundraising by institutional type. Previously, few of the studies compared stfteir
fundraising practices at community colleges, private and public collegestepand
public universities, and other institutional types. Quantitative studies gatlaatadrom
higher education institutions nationwide would provide insight into the similasitiés
differences among these institutional types and also be points of compaitisahe
2007 survey data. In addition, with so few qualitative studies having been conducted on

student affairs fundraising and with many of the studies being dated, addibsea
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studies on student affairs fundraising at community colleges, private codade
universities, and institutional types across the Carnegie classifical08)(spectrum
would also assist researchers and practitioners.

This study also raised the issue of the importance of student involvement in
subsequent alumni engagement and donations in the student affairs fundraising process.
Empirical studies addressing the connections between student involvement and
subsequent alumni engagement and donation activity would assist practitioners in
determining whether there is correlation. Such a donor behavior study would be of great
benefit to higher education practitioners’ decisions on whether to finansigdjyort a
student affairs fundraising initiative.

Based on this study showing the student affairs fundraising partnerships that
transcended the student affairs and development relationship, future resesinoldat
consider studying how presidents, board members, academic affairs |edolemni
affairs officers, students, donors, and other constituents contribute to studesat aff
fundraising. This topic could be addressed by taking a case study approach er mixed
method survey to collect additional data on the phenomenon from these different, yet
relevant, perspectives from across the campus community and even includimglext
partners such as corporate, parent, and alumni donors. An in-depth case study of one
higher education institution could gather these stakeholders’ perceptions of stualent aff
fundraising practices and assist both researchers and practitioners.

This study raised two major topics of special interest to practitionersigdeki
maximize donations to higher education institutions. First, there was the tophethfer

student affairs fundraising efforts are a value-added proposition for highetieduca
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institutions. Southern University’s development officer (personal commuongatpril

30, 2009) believed that student affairs fundraising identified a new set of donors and did
not significantly affect donations to other institutional departments or schodlsawi
barrier to student affairs fundraising being the notion that these actmigigslivert

donors from giving to already established priorities, this topic has spepidicgince to
student affairs practitioners seeking to introduce or expand fundraisinguegiat

Second, Southern University’s CSAO raised the topic of the cultivation andatmit
strategies and student affairs projects that produce the most donations, or havet the m
significant return on investment. A comprehensive study on this topic would assist
practitioners in creating strategic plans and making the best use of resourtteir
student affairs fundraising efforts.

Based on the trends deriving from the economic recession of 2008/2009, the final
recommendation for research addresses the trend of how higher educatigtoinsti
managed the economic downturn and its effect on institutional budgets, endowment, and
fundraising. This research could address the trends evident in the Easternityruases
study, specifically the retrenchment measures along with the shift in fsindyr&iom
capital projects to annual fund projects to determine whether this was andisolate
widespread trend across United States higher education institutions. Tarsheseuld
assist researchers understand higher education financial trends antbpeastiearn
about managing higher education fundraising in times of economic crisis.

In summary, with only eight empirical studies having been produced prior to this
one, this study generated several recommendations for further researchopicttieat is

of interest to researchers and practitioners.
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Critique of the Study

This study exhibited weaknesses in research design and data collection that
readers should note when attempting to review this study and which resednobés s
consider when designing studies of their own on this topic.

This study’s research design had limitations, many of which are relatesl to t
inherent nature of qualitative and case studies: researcher biases andvéybjecti
participant reflexivity, lack of generalizability, and impossibilityreplication. First, as
researchers have pointed out, this dissertation, like any qualitative studffecdsd by
my biases and subjectivity as a researcher (Merriam, 1988; Peshkin, 13&8hpted to
manage researcher bias by following commonly accepted techniques, daeté&ilepter
3, including my writing subjectivity memorandums throughout the research process t
reflect on these issues of bias while providing readers with an understanding of the
subjectivity issues | identified and addressed. Second, this study also haatehm
related to the nature of qualitative research, that involves participbaxivéy.
Researchers have observed that participant reflexivity affectet¢heaay qualitative
research findings (Creswell, 2005; Maxwell, 2005; Merriam, 1988). | addressed thi
limitation by triangulating data, as detailed in Chapter 3, whenever possibtatecpr
the findings. In addition, | masked the names of participating institutions and
individuals—in part, to address this issue of participant reflexivity. In this sense
intended anonymity to protect participants while also providing participants the
opportunity to openly share their opinions. Third, this study also has a lonitatits
lack of generalizability, or the ability to relate the findings to otheeginplaces, and

contexts (Creswell, 1994, 2005). In Chapter 3, | addressed this issue by empltlastzing
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the purpose of this study is not to provide readers with generalizable informatiam, but t
examine and present data on three unique cases. Last, this study alsodsirthie fact
that it cannot be replicated in another context. As qualitative and case studghresea
have observed, this is an inherent feature of any case study, which is bounded by time,
place, and topic (Creswell, 2005; Merriam, 1988). Therefore, this study’atiioms in
research design were connected to the nature of qualitative and case studies.

This study’s data collection procedures had three main weaknesses. Fiigt, the s
visits were limited to two days at each of the three institutions. Manytajixadi
researchers recommend a longer period of immersion when conducting case studies
(Creswell, 2002; Merriam, 1998). For instance, Creswell (p. 201) recommends that
researchers conducting observations perform “multiple observations oveo tohtin
the best understanding of the site and individuals.” Longer immersion was irogirémti
this study. However, | combined interviews, documents, and observations to collect a
variety of data from which to examine the topic. In addition, dialogues with study
participants on student affairs fundraising, as noted in the research journalameomos
in Appendix G, occurred over the course of four months. Second, contrary to the original
research design, three of the nine interviews were conducted over the telepheme rat
than in person. Because of scheduling conflicts, the interviews with Southern
University’s development officer, Southern University’s student affaimdraiser, and
Eastern University’s student affairs fundraiser had to be conducted by telephone
Although the body language of these individuals could not be observed during the
interviews conducted by telephone, the limitation was mitigated becaukeeall t

interviews followed the interview protocol and were recorded and transcribsdthe
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study would have benefited from interviewing additional student affairs antbgewent
staff members along with the institutions’ presidents, provosts, board meuhbaoss,
and students. Again, my work schedule, my financial constraints, the busy schedules of
participants, and the scope of the study intervened to limit the number of parsicipant
Thus, this study’s research design and data collection process had weakratddes/e
identified for the dissertation’s readers and have attempted to address and. manage
Conclusion

In conclusion, this study examined the nature of the collaboration between student
affairs and development units at three private research universitresuecessful
student affairs fundraising efforts using a qualitative multiple-sas#y design with a
social constructivist paradigm of inquiry. Using documents, personal observatiosis note
and interviews with student affairs and development officers as the main saurttes f
within and cross-case findings, this study found that (a) student affairs &indrai
partnerships transcended the student affairs and development divisions to include
executive leaders, board members, students, and donors, among others; (bymastituti
culture and student affairs and development subcultures affected studest affair
fundraising collaboration between student affairs and development units; and (c) student
affairs fundraising success constituted support of student affairs, develppmnt
overall institutional missions and goals. Along with the other findings, thesertta@r
findings had implications for higher education research and practice. Thigstwilyed
additional data on an understudied topic in higher education administratiorufietat
addition, this study provided suggestions for practitioners considering introducing or

expanding student affairs fundraising initiatives at their institutions. Iaridethis study
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raised ideas for future research that will continue to fill the literagapeon student

affairs fundraising.
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Appendix A: Definition of Terms
Advancemenefers to “all activities and programs undertaken by an institution to
develop understanding and support from all its constituents in order to achieve its
goals in securing such resources as students, faculty, and dollars” (Rowland,
1986, p. xiii). Rowland has also listed the roles of institutional advancement
offices as: “external and internal communications, government and public
relations, fund raising, and alumni relations”(Rowland, 1977, p. 2). More recent
definitions of advancement have compared the concept to the “integrated
marketing” of an institution (Worth, 2002, p. 6).
Developmentelates to the process of identifying “institutional needs and
priorities”, the “identification, cultivation, and involvement of prospective donors;
the solicitation of gifts; and stewardship intended to continue the donor’s interest
and involvement” (Worth, 1992, p. 400). In this dissertation, this term is used
interchangeably with fundraising.
Fundraisingis defined as “programs and activities involving solicitation of gifts
to the institution” (Worth, 2002). In this dissertation, this term is used
interchangeably with development.
Centralized development prograefers to the model of organizing higher
education development functions in which “all development staff at an institution
report to a single chief development officer” whose central office maintains
authority over policy decisions, fundraising prioritization, and management of

prospect assignments (Worth, 2002, p. 398).
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Changerefers to “modification of, deletion of, or addition to attitudes and
behaviors existing in a person, group, organization or larger system” (Lindquist,
1978, p. 1).

Chief development officeefers to the leader of development, or fundraising,
efforts at higher education institutions. This individual is also sometimeasafe
to as Chief Advancement Officer, Vice President for Development, or Vice
President for Advancement, depending on the institution’s terminology (Worth,
2002; Worth & Asp, 1994).

Chief student affairs officarefers to the leader of a student affairs division at a
higher education institution. This individual is also referred to as a Dean of
Students or a Vice President for Student Affairs (Komives & Woodard, 2003).
Collaborationrefers to “working toward a common goal or mission, equal voice
of involved parties, joint planning, and active communication that results in
creation of collaborative ventures” (Kezar, 2003, p. 10). For the purposes of this
paper, collaboration and partnerships is used interchangeably.

Decentralized development prograefers to the model of organizing higher
education development functions in which individual institutional units hire and
supervise development officers while having “considerable autonomy in setting
fund-raising policies and priorities” (Worth, 2002, p. 400).

Hybrid development progranefers to the model of organizing higher education
development functions in which individual institutional units and development

officers jointly hire and supervise development officers (Hall, 1993).
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Organizational culturegefers to “shared basic assumptions that was learned by a
group as it has solved its problems of external adaptation and internal integration,
that has worked well enough to be considered valued, and, therefore, to be taught
to new members as the correct way to perceive, think, and feel in relation to these
problems (Schein, 2004, p. 17). This definition has been adapted to the study of
higher education institutions by George Kuh’s 1988 (Kuh & Whitt, 1988, p. 5)
definition of higher education organizational culture refined this initial definition

by providing more detail on commonly studied phenomenon: “collective,

mutually shaping patterns of institutional history, mission, physicahgstti

norms, traditions, values, practices, beliefs, and assumptions which guide the
behavior of groups and individuals in an institution of higher education.”

Student affairgefers to key student services and academic support functions at
higher education institutions (Komives & Woodard, 2003). Student affairs units
are also known as student services, student personnel, and student development
(Komives & Woodard). Led by a Chief Student Affairs Officer (CSAQO), who |

also known as a Dean of Students or Vice President for Student Affairs at some
institutions, these student services and academic support functions often include
the following departments and service areas: academic advising, ahsyssi
athletics, campus safety and security, career services, college or studast uni
community service and service learning programs, commuter services or off-
campus housing services, counseling services, dean of students office, dining
services, disability support services, enrollment management, finanial a

graduate student services, Greek affairs, health services, internatimieatst
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services, judicial affairs, lesbian, gay, bisexual, and transgender studecgservi
multicultural student services, orientation programs, recreation and fitness
programs, religious services, registration services, residence life anddjous
student activities, and women’s centers (Dungy, 2003).

Student affairs fundraisingefers to the process of seeking voluntary funds to
support student affairs programs, services, facilities, and activitigss@ig 2000,

p. 597).

Voluntary supportefers to “all gifts and noncontractual grants to colleges and
universities, defined according to the Council for the Advancement and Support
of Education (CASE) and reported annually to the Council for Aid to Education”
(Worth, 2002, p. 404). In this dissertation, fundraising and voluntary support are

be used interchangeably.
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Appendix B: Organizational Culture Models

To understand student affairs and development partnerships, this section will
apply organizational culture theories to explore strategies for describhohens affairs
and development subcultures, diagnosing the particular problems of organizational
cultures and subcultures, fostering positive organizational changes for stidestaaid
development units using multiple frame perspectives, and forming and sustaining
collaborative teams among student affairs and development units. This theoretical
framework, based on organizational culture theory, has four main parts: culture and
subculture description, diagnosis, change, and collaboration. This section ofrtteréte
review provides an overview of the main cultural theoretical models applied ituthe s
Schein’s definition of organizational culture, Kuh’s definition of higher edoati
organization cultures and subcultures, Tierney’s “Framework of OrganizaGaitate,”
multiple frame change strategies, and the concepts of collaboration and teamwork. T
provide the background for the theoretical framework, this review discusses the
foundational studies in cultural anthropology and corporate organizational cultare bef
presenting higher education organizational culture models and other construsif that
be used in this dissertation. The section discusses the evolution of organizational cultur
definitions and models for the study of higher education organizations, subcultures, and
groups and the current state of these theoretical frameworks. The sectioiesmath
a summary of the theoretical framework that will be employed in this thtiser

Cultural Anthropological Background for Organizational Culture Models
In recent decades, organizational culture theories have had wide applications i

such varied fields as business, politics, and higher education (Deal & Kennedy, 1982;

346



Kuh & Whitt, 1988; Kezar, 2002; Schein, 2004; Tierney, 1988). In many cases, these
theories have been used to diagnose the problems faced by institutions and corporations
and make recommendations for changes to improve these organizations. These
anthropological and business models are significant since their definitions andicatore
frameworks have influenced current higher education studies on organizatidowmad.cul
Organizational culture theories were derived, in large part, from the work of
anthropologists. One of the most notable and cited of these anthropologists vead Cliff
Geertz. Two respected higher education researchers have called Cliffotzl @eecof
the most significant intellectual influences of thd'2@ntury (Chaffee & Tierney, 1988).
The central precepts applied to organizational culture studies from Geertz’s (1973)
anthropological studies included his definition of culture and conception of thick
description. Based on his anthropological fieldwork in Indonesia, Geertz defined culture
as “an historically transmitted pattern of meanings embodied in symbolsemsyfs
inherited conceptions expressed in symbolic forms by the means of which men
communicate, perpetuate, and develop their knowledge about and attitudes toward life”
(Geertz, p. 89). Under this definition, Geertz conceived of culture as being terthal
understanding of human behavior and the way individuals make meaning of their
experiences. Thick description, Geertz’s second major construct, is both conaagtual
methodological in nature. Thick description, in Geertz’s words, involves viewingeult
as “webs of significance” that need to be analyzed not as “experimeetatesan search
of law but an interpretive one in search of meaning” (p. 5). Furthermore, the intention of
thick description, according to Geertz, is to “draw large conclusions from, smagallery

densely textured facts; to support broad assertions about the role of culture in the
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construction of collective life by engaging them exactly with comppexciéics.” (p. 28).
Therefore, Clifford Geertz’s definition of culture and concept of thick desaniptere
foundations for current organizational culture studies and these intellectuaptonc
influence qualitative research methods today.
Cultural Models Applied to Business Organizations

Researchers examining business organizations and their leaders wegelaamon
first scholars to apply Geertz’'s anthropological concepts to the subjectsrdttinkes
(Deal & Kennedy, 1982; Schein, 2004). By the late 1980s, one commentator noted that
organizational culture studies had become a popular method for studying organizations,
diagnosing their problems, and enhancing organizational effectiveness YT{E988, p.
2). One of the pioneers in this respect was Edgar H. Schein, a business management
professor, who applied Geertz’s cultural anthropological concepts to the study of
hundreds of corporations. Schein’s definition of organizational culture and his conceptual
framework for studying organizational culture have been widely acceptaddhave
influenced many business and higher education researchers (Bensimon &Nguma
1993; Chaffee & Tierney, 1988; Eckel & Kezar, 2003; Kezar, 2003; Kuh & Whitt, 1988;
Tierney). Schein defined organizational culture as the “shared basic assistipat was
learned by a group as it has solved its problems of external adaptation and internal
integration, that has worked well enough to be considered valued, and, therefore, to be
taught to new members as the correct way to perceive, think, and feel in relatior to thes
problems” (p. 17). Therefore, Schein’s definition of organizational culture involvias bot
environmental, or external, and internal components. Many researchers haverednside

this theoretical framework central to the understanding of the way corporatidns
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higher education institutions work (Deal & Kennedy; Kuh & Whitt; Kezar & Ecke
2002; Schein; Tierney).

Schein’s conceptual framework for studying organizational culture involves thre
major components that are interactive in nature. The first part of the model sixclude
artifacts, or all of the things that are seen, heard, smelled, or felt whewtingrith a
new culture. (Schein, 2004). Examples of artifacts include such things asefcili
language and terminology, clothing, manners of address, rituals, and ceremonies. The
second part of the model includes espoused behavior and values, or the group’s norms.
Examples of espoused values are strategies, goals, and mission statemeethisd part
of the model includes underlying assumptions that guide group members’ behaviors
beliefs, perceptions, and thoughts (Schein). Examples of basic assumptions are core
beliefs that influence behavior and belief systems. This three part model haggrovi
researchers, both in business and higher education, an adaptable framework on which to
base their analyses of corporations and higher education institutions.

Definition of Higher Education Organizational Culture

By the end of the 1980s, researchers had applied Geertz's anthropological and
Schein’s organizational culture concepts to the study of higher educatioutioisstto
provide new insight into the ways colleges and universities have functioned ¢&affe
Tierney, 1988; Clark, 1983; Clark, 1984; Kuh & Whitt, 1988; Tierney, 1988). From
these works, a commonly accepted definition of higher education organizationa cultur
has emerged. Kuh and Whitt's 1988 definition of higher education organizational culture
refined this initial definition by providing more detail on commonly examined

phenomena within these studies: “collective, mutually shaping patterns aftioatd
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history, mission, physical settings, norms, traditions, values, practicess pahdf
assumptions which guide the behavior of groups and individuals in an institution of
higher education” (Kuh & Whitt, p. 5). Thus, Kuh and Whitt's definition encapsulated
operational, theoretical, and content-based elements of higher education or@anizati
culture.

In addition, Kuh and Whitt identified the presence and significance of subcultures
within the larger higher education organizational cultures. Subcultures, asldsfine
Kuh and Whitt (1988), are “distinctive social units possessed of a set of common
understandings for organizing action” (p. 9-10). Furthermore, Kuh and Whitt observed
that subcultures exist among students, faculty, and the administrators of ldiigtetian
institutions. Therefore, these definitions of higher education organizational culture
adapted anthropological and business concepts to the unique characteristics of campus
cultures to create theoretical constructs to understand the ways collegesvansities
work.

Higher Education Organizational Culture Models

Based on a literature review of empirical articles and dissertationsipedblover
the last decade on higher education organizational culture topics (BeodekeK 2047,
2003; Kezar & Eckel, 2002; Murphy, 2007; Schoenecke, 2005; Scott, 2001), the most
frequently adopted and cited model is William G. Tierney’s (1988) “Framework of
Organizational Culture”(p. 8). Tierney’s model is based on empirical résearcolleges
and universities and was further refined in a subsequent work on organizational culture
that he co-authored with Ellen Earle Chaffee (Tierney & Chaffee, 1988helis

original model was based on case studies of four public and three private higher
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education institutions and includes six parts: environment, mission, socialization,
information, strategy, and leadership. Tierney’s model posits that environment gwolve
the way the organization defines and perceives the external factors that mtlobenc
institution. Mission entails how the organization defines its overall goals andmake
decisions. Socialization includes ways individuals are oriented to the orgamiaat

what is needed to do well in the organization. Information embraces the content of
communications and how information is distributed within the organization. Strategy
involves how decisions are reached, who makes decisions, and how strategic planning
takes place. Leadership includes organizational expectations for leadadgtity of
leaders, and whether there are formal and informal leaders. Tierney’satsadeoted

key areas of inquiry for each of the six parts. Chapter 3 includes a discussion onshow thi
model and its questions will be applied to this dissertation’s topic.

In a subsequent study, Tierney and Chaffee (1988), further refined this frdmewor
and organized the model into three general dimensions of organizational culture applied
to higher education settings: structure, environment, and values. The struchamsion
refers to means for the organization to conduct its activities through progranfiscag
and governance structures. The environmental dimension constitutes both the objective
physical environment, and also the ways individuals in the organization understand and
perceive the organization and its environment, or the enacted environment. The values
dimension embraces “beliefs, norms, and priorities held by members of theiorstitut
(Chaffee & Tierney, p. 20) as manifested in the organizational mission anddretfavi
the organization’s leaders. These three themes interact through a modelreftbait has

three major parts: time, space, and communication. Time includes histdityorraand
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habits. Space includes both physical and symbolic contexts for action. Commungation i
the major way that individuals understand and perceive the world. Under this model, the
three dimensions of structure, environment, and values intersect within the lovayarc
elements of time, space, and communication. Under this model, leaders afteet cul

and, at the same time, culture gives meaning to leadership (Chaffee &y)iérhe goal

of leaders is to have the organization’s structure, environment, and values in a state of
equilibrium which, according to the researchers, is rarely ever reached.

This widely accepted model for understanding organizational culture took a multi-
faceted approach that mirrored the internal and external dynamics of'Schedel.
Furthermore, the model, which has been applied to student affairs, academrscaith
advancement units, has frequently and successfully been applied to studies of many
higher education culture and subcultures (Beodeker, 2007; Kezar, 2003; Kezar & Eckel,
2002; Murphy, 2007; Schoenecke, 2005; Scott, 2001). Because of its successful
applications in the past, this model was also used in this study.

Applications of Higher Education Organizational Culture Models

Organizational culture models have four major applications to higher education
leadership and administration. The first two applications, description and diadoosis
elementary levels of analysis for understanding general histondadiarent trends. The
second two applications, strategies for change and strategies &trocation, form more
useful forms of analysis for higher education practitioners. Taken togétbse, t
organizational culture studies’ content and constructs will provide a toolbox to use when

examining this dissertation’s research questions.
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Description. First, at the most basic level, organizational culture models have
been used to describe various higher education cultures and subcultures. The following
are three examples of descriptions of cultures and subcultures that existhigtier
education. Clark described the founding, change processes, and organizational sagas of
Antioch, Reed, and Swarthmore colleges in his pioneering stindyDistinctive College
(1970). The organizational saga is the mission of an institution that is translated by
institutional culture into a distinctive “embracing” narrative (p. 8). Horoexamined
undergraduate college students’ cultures and subcultures from'tieerii8ry to the
present day in her book entitl€@mpus Lif1987). In addition to student cultures, Kuh
and Whitt (1988, iii-iv) investigated faculty and administrative subcultures anidvige
imagery in dubbing college culture an “invisible tapestry,” language¢fatenced
Geertz’s notion of culture as a web of relationships. This first level of orgemaht
culture studies describes cultures and subcultures as a means of bett¢andidgrs
historical trends or the current state of higher education cultures and sulsculture

Diagnosis Second, organizational culture models have been used to diagnose
cultures to determine whether the institutions, organizations, or groups are fungctioni
well or need improvement. Tierney’s seminal article on organization culturé pets
when addressing the overall rationale for studying higher education usirtgraldehs:
“our lack of understanding about the role of organizational culture in improving
management and institutional performance inhibits our ability to address challenges
facing higher education” (Tierney, 1988, p. 4). To judge the effectiveness of
organizational culture, Tierney puts forth the notion that “strong, congruent sulture

supportive of organizational strategies are more effective versus weatesuljp. 6).
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Thus, studies on higher organizational culture have practical applications to the
leadership and administration of colleges and universities.

Many studies have constructed models for higher education researchers and
practitioners to understand the machinations of colleges and universities antigilace t
organizations within specific frameworks to help lead these entities. Tbeiiod)
present three examples of institutional paradigms that have assistedireseand
practitioners. Based on their far-ranging study of United Stategjegilesidents
between 1900 and 1970, Cohen and March found that presidential leadership functioned
within an “organized anarchy,” or the environment having “problematic goalgarncl
technology, and fluid participation” (1974, p. 2-3). This study revolutionized the way
presidents, and other practitioners, approached the leadership of higher education
institutions. Based on 300 site visits to colleges and universities and conversations wit
over 800 faculty and academic administrators, Bergquist devised a four part model of
academic culture including collegial, managerial, development, and negotialimgs
(Bergquist, 1992, p. xiii). With experience as a president and a researcher, Robert
Birnbaum (1988) identified collegial, bureaucratic, political, and anarchidéLiinens as
the major organizational categories for colleges and universities. lmoag@irnbaum
analyzed higher education organizations and developed models for understanding
institutional dynamics relating to governance, management, and leadership. Thus
organizational culture has enabled higher education stakeholders to better comprehend
the nature of their institutions, or, in Tierney’s words, “what’s done, how it's done, and

who'’s involved in doing it” (Tierney, 1988, p. 3).

354



Yet, practical applications exist for these models that describe the core
components of higher education institutions. Tierney (1988) identified ways these
diagnoses of organizational culture could function as instruments to help higher
education leaders, by better understanding their institutions, make betterdgcis
prepare accurate assessments, and reduce cultural conflict (p. 4). Thus, cogaihizati
culture studies and analyses also provide higher education leaders with aduhitni
understand their institutions, judge performance levels, diagnose problems, and assis
with their decision-making.

Change strategiesThird, organizational culture models have been employed as a
means of constructing leadership strategies that facilitate positingeshassist in
problem solving, and encourage innovation within higher education institutions. There
are two major findings that overarch these studies on change. First, charegsgsand
institutional culture are closely linked. Second, effective higher educatiderteaften
employ multiple frame perspectives to address problems and introduce pdsaige c

It is important for this discussion to establish the differences betweegechad
innovation. A widely accepted definition of change refers to “modification of, daleti
of, or addition to attitudes and behaviors existing in a person, group, organization or
larger system” (Lindquist, 1978, p. 1). A widely accepted definition of innovation refers
to “an idea, practice, or object new to a potential user of it, not necessary new to the
world outside that person, group, or organization” (Lindqust, p. 1).

There are many examples of researchers applying organization t¢oltuggest
the ways leaders should approach change and innovation, or, in the words of Chaffee and

Tierney (1988), to “orchestrate innovation and changing the organization, mindful of how
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such change will impact on and be constrained by culture” (p. 9). Manning and Eaton
have suggested ways for student affairs practitioners to shape studenticytsitive
ways through “cultural interventions” or tangible strategies involving clsaimggolicies,
communications media, and events and activities (1993, p. 102). Both Birnbaum (1988)
and Bergquist (1992) coupled their higher education analyses with leadersiegiesra
best suited to the particular characteristics of their institutional tgydee Each of
Bergquist’s four academic cultural types included strategies for lasaigworking in
these cultures with tangible information on qualities of leadership, institutrdhagnce
and change, and accountability required by the four archetypes. Birnbaum’s study al
provided tangible strategies for effective leadership in each of his fotiutilostal types.
Both Birnbaum’s and Berquist’s findings are further corroborated by recent
research on higher education change and innovation. An empirical study on the effect of
institutional culture on higher education change strategies that was publishedtadean a
(Kezar & Eckel, 2002) and subsequently as a book (Eckel & Kezar, 2003) found that
there was a relationship between higher education organizational culture anel &ang
extension, the study challenged the notion that there were universal chateggestiand
supported future research being “more sensitive to the relationship of ¢alsirategies
for change” (Kezar & Eckel, p. 456). The overall finding of the study was that “change
strategies seem to be successful if they are culturally coherengroedalvith culture
(Kezar & Eckel, p. 457). Thus, these studies have found that effective chategiedra
in higher education are congruent with the attributes of organizational coitture

subcultures.
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Furthermore, scholars have found that the most effective of these straédigies c
for leaders to integrate these organizational culture archetypes irttplenistahme models
or perspectives (Eckel & Kezar, 2003; Kezar, 2003; Kezar & Eckel, 2002). Both
Birnbaum and Bergquist recommended that higher education leaders integsate t
strategies in taking a multiple frame approach to leading their institutiThe
culmination of Birnbaum’s (1988) model was the concept of cybernetic leadership, or a
approach that combined the most effective leadership practices of all fatwstiorsal
types to handle problems and introduce changes. This multiple frame leadeydilip m
had heretofore been popularized by leadership scholars Bolman and Deal (2003) whose
models were based on empirical studies of thousands of leaders at hundreds of
corporations and non-profit organizations. Bolman and Deal have defined multiple frame
thinking as “using more than one frame, or perspective, to develop both a diagnosis of
what they are up against and strategies for moving forward” (p. 15). Therefore,
organizational culture studies of higher education have provided leaders with approach
to foster positive transformations at their institutions through multiple fraarspectives
that are sensitive to the affect of the change processes on the organizatiared end
subcultures.

Collaboration strategies Last, organization culture models have also been
applied to assist collaboration and teamwork between different subcultures twihi
same higher education institution. A widely accepted definition of collaboraased on
public policy studies considers it a “process through which parties who seertiffer
aspects of a problem can constructively explore their differences and seasclufions

that go beyond their limited vision of what is possible” (Gray, 1989, p. 5). A more recent
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definition (Kezar, 2003, p. 10) has defined collaboration as “working toward a common
goal or mission, equal voice of involved parties, joint planning, and active
communication that results in creation of collaborative ventures.” A relatextpt,
teams and teamwork as culture, has been defined by a widely cited studyidengtieds
leadership teams. In 1986-1987 and 1988-1989, Bensimon and Neumann visited 15
higher education institutions and interviewed each institution’s president and four
members of each president’s leadership team (1993). Bensimon and Neumann viewed the
presidential leadership team as being central to forging partnershigbat éducation
in being “engaged in the forging of consensus among multiple constituents or using
interpersonal skills to manage processes of consensus” (p. 15). Bensimon and
Neumann’s overall definition of teams involved being a “body that simultaneously
creates and fractures its meanings, relationships, and work dynamics” (p. 2Bjte De
the overall intention to create consensus, Bensimon and Neumann'’s definition of team
also included the realistic possibility of teams fragmenting or dissolving their
partnerships under the stress of conflict. Bensimon and Neumann’s major findiigg that
relevant to this dissertation involves the characteristics of effectinestea

Bensimon and Neumann found that effective presidential teams have utilitarian,
expressive, and cognitive functions (p. 34). Utilitarian functions “maintain control ove
institutional functioning” and perform useful functions such as decision making,
communications, and planning (Bensimon & Neumann, p. 34). Expressive functions
build connections among group members and “provide mutual support” and advice
(Bensimon & Neumann, p. 34). Cognitive functions increase the collective iatelégof

the group by looking at problems from multiple perspectives and challengingtie s
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quo (Bensimon & Neumann, p. 34). Taken together, definitions of collaboration and
teams and teamwork play important roles in the final category of organialatulture
studies.

Many of the empirical studies on higher education organization culture have
focused on teamwork and collaboration among institutional presidents, acadeins; aff
advancement, and student affairs. Organizational culture studies on collaboration and
teamwork among higher education functional areas have focused primarily on the
relationships between student affairs and academic affairs units. Asiaraimatlysis
applying cultural concepts, Love, Kuh, MacKay, and Hardy’s (1993) chapter on student
and academic affairs collaboration emphasized the differing value systéacsilty
members and student affairs practitioners as an explanation for the reasbesiaivb
subcultures have not always collaborated on projects in the past. The study
recommended that student and academic affairs officers should first conbestuh
other’s subcultures before commencing a dialogue with each other as astieytia
toward collaboration. A more recent empirical study on academic and studerst aff
partnerships, Kezar’'s (2003), provided an insightful theoretical framework for
understanding these relationships. In 2000, Kezar surveyed a stratified randoenafampl
260 CSAOs on the collaboration between student and academic affairs on their
campuses. There were 128 completed surveys, for a response rate of 49%ouferar f
that cultural change theories were the most pronounced among the successflig¢strat
used, but that “organizations that combine structural and cultural approaches al#ebest
to effectively create change” (Kezar, 2003, p. 19). There have been no peeedeview

articles and only one dissertation that have taken organizational culture apprtoache
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studying student affairs and development office collaboration. Therefore, @tyamat
culture models will help this dissertation fill a literature gap and wil/jgle a creative
lens through which to view student affairs and development office collaboration. In
summary, higher education organizational culture theories will provide an edfecti
means of describing differences in student affairs and development office swgscultur
diagnosing the barriers to student affairs and development collaboration, andisggges
change and collaboration strategies to student affairs and development.officers
Summary

The theoretical framework of this literature review has four main partsraul
description, cultural diagnosis, cultural change, and subculture collaboration. &ttos se
has provided an overview of the main cultural theoretical models to be applied in this
dissertation: Schein’s definition of organizational culture, Kuh’s definition dfdrig
education organization cultures and subcultures, Tierney’'s “Framework afigagenal
Culture,” multiple frame change strategies, and the concepts of collainoaatil
teamwork. To provide the background for Chapter 3, this review has discussed the
foundational studies in cultural anthropological constructs and corporate orgararati
culture before presenting higher education organizational culture models and other

constructs that will be used in this dissertation.
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Appendix C: Private Research Universities with “Very High Researtiviy¢

Source: The Carnegie Foundation for the Advancement of Teaching (2008)

Boston University

Brandeis University

Brown University

California Institute of Technology
Carnegie Mellon University
Case Western Reserve University
Columbia University

Cornell University

Dartmouth College

Duke University

Emory University

Georgetown University

Harvard University

Johns Hopkins University

Massachusetts Institute of Technology

New York University
Northwestern University
Princeton University
Rensselaer Polytechnic Institute
Rice University

Stanford University

Tufts University

Tulane University
University of Chicago

University of Miami

University of Notre Dame

University of Pennsylvania

University of Rochester
University of Southern California
Vanderbilt University
Washington University in St. Louis
Yale University

Yeshiva University



Appendix D: Private Research Universities with “Very High Researdivip¢ and

Institutional Membership in CASE and ACPA or NASPA

Institution CASE ACPA NASPA
Membership Membership Membership
Boston University Yes No Yes
Brandeis University Yes No Yes
Brown University Yes No Yes
California Institute of | Yes Yes Yes
Technology
Carnegie Mellon Yes No Yes
University
Case Western Reserve Yes No Yes
University
Columbia University Yes No Yes
Cornell University Yes Yes Yes
Dartmouth University Yes Yes Yes
Duke University Yes Yes Yes
Emory University Yes No Yes
Georgetown University| Yes Yes Yes
Harvard University Yes No No
Johns Hopkins Yes No Yes
University
Massachusetts Institute Yes No Yes
of Technology
New York University Yes Yes Yes
Northwestern Yes No Yes
University
Princeton University Yes No No
Rensselaer Polytechnic¢ Yes No Yes
Institute
Rice University Yes Yes No
Stanford University Yes No Yes
Tufts University Yes No Yes
Tulane University Yes No Yes
University of Chicago Yes No No
University of Miami Yes Yes Yes
University of Notre Yes No Yes
Dame
University of Yes No Yes
Pennsylvania
University of Rochestel Yes No Yes
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University of Southern | Yes No Yes
California

Vanderbilt University Yes Yes Yes
Washington University | Yes Yes Yes
in St. Louis

Yale University Yes No No
Yeshiva University Yes No No
Sources:

ACPA Membership:

http://members.myacpa.orqg/Scripts/4Disapi.dll/4ADCGI/directory/Qublkr Search.html

CASE Membership:

http://www.case.org/membership/members.cim?CONTAINERID=43&N2385

NASPA Membership: http://www.naspa.org/membership/mem
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Appendix E: Site Proposal Letter

Date
Name
Title Address

| enjoyed our conversation today to discuss my dissertation project. | appreciat
your taking the time to speak with me.

As we discussed, | am approaching the end of my doctoral program of study at
The George Washington University’s Graduate School of Education and Human
Development in Higher Education Administration. Recently, | received appobuay
dissertation proposal and hope to begin data collection this fall. My dissertation wil
focus on student affairs fundraising activities at private research utieersing a
gualitative case study methodology. This topic may provide student affairsiqnacs
with best practices in student affairs fundraising. In the end, students and highe
education institutions will be the intended beneficiaries of this study.

| am writing to formally request that | be given permission to developeastady
regarding your institution’s efforts to raise funds for student affagtities, programs,
and activities. Your institution will be one of three that will be included in this project

My plan is to organize the data collection in two major stages. The first stihge wi
involve document collection and analysis to provide context for this dissertation.
Documents that will be collected include those that have been distributed to the public as
well as the internal documents that you would feel comfortable releasing ftar my
dissertation. Examples of such documents include meeting agendas, meeting, minute

and any reports that were prepared on student affairs fundraising and develapgent a
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student affairs divisional collaboration. The second stage will involve individual
interviews with student affairs, development, and student affairs fundraisifig
members. In general, | will seek to gather documents and collect avisrwiith
individuals to examine student affairs fundraising activities at yoututisti.

Participation will be voluntary and | will obtain written consent from each
participant. Based on these two major sources, | will prepare a detailedaeplogtcase.
| will furnish you with copies of this case study report for your review poidhe
finalization of the dissertation.

You will find attached an electronic copy of the consent form to document your
institution’s willingness to participate in this dissertation researchgirdfeyou assent to
participate, please have both copies of the consent form signed and return one copy to
me.

Please contact me if you have any questions. | appreciate your cansidefa
my request.

Sincerely,

Andrew C. Sonn

Doctoral Candidate

Graduate School of Education and Human Development

The George Washington University
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Appendix F: Institutional Research Consent Form
Institutional Consent Form

Dissertation Title: Student Affairs Fundraising at Private Rebedniversities: How
Organizational Culture Affects Collaborations Between Student Affadisevelopment
Units.
The George Washington University (GW) IRB number: 110803
Principal Investigator: Dr. William Molasso E-mail address: billygv@.edu
Sub-Investigator: Andrew Sonn; telephone number: 202-994-9192; cellular phone
number: 202-438-5340; e-mail: asonn@gwu.edu
SponsorN/A
1) Introduction
Your institution is invited to participate in a research study under the direction of
William Molasso of the Department of Educational Leadership, The Geordeiiyem
University (GW). Taking part in this research is entirely voluntary.
2) Why is this study being done?
Your institution is being asked to take part in this study because your instituies rai
funds to support student affairs activities. The purpose of this study is to examine the
nature of the collaboration between student affairs and development units at three
research universities with successful student affairs fundraisingseffdreach
institution, three or four individuals will participate in interviews on studdatraf
fundraising.

3) What is involved in this study?
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If you choose to take part in this study, student affairs and development offittdrs wi
asked to share any documents relating to student affairs fundraising, thersub-
investigator to visit your institution for a site visit, and participate 45-aninute audio
recorded, one-on-one interview with the sub-investigator during the sub-int@ssiga
visit. The following activities are specifically research relatbocument collection,
interview, and observations. The total amount of time individuals will spend in
connection with this study is a half hour for a pre-visit coordination meeting over the
telephone and 45 minutes during the sub-investigator’s site visit.

4) What are the risks of participating in this study?

Possible risks and discomforts you could experience during this study includef. loss
confidentiality. These risks will be mitigated by our masking your ideatid the
identity of the institution during this study. The institution’s name will be nthblgamy
assigning it a pseudonym. Individuals’ names will be masked by assigningrcge
position title such as “student affairs officer 1”. There are no physi&al associated
with this study. There is, however, the possible risk of log®wofidentiality. Every effort
will be made to keep information confidential, however, this canngtubeanteed. Some
of the questions we will ask as part of this study may make individuals feel
uncomfortablelndividuals may refuse to answer any of the questions and you may take a
break at any time during the study. Ymay stop your participation in this study at any
time.

5) Are there benefits to taking part in this study?

You will not benefit directly from your participation in the study. The ben#ditscience

and humankind that might result from this study are a better understanding of student
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affairs fundraising practices in private research universities. Tihibewof benefit to
higher education researchers and practitioners.

6) What are my options?

You do not have to participate in this study if you do not want to. Should you decide to
participate and later change your mind, you can do so at anytime.

7) Will | receive payment for being in this study?

You will not be paid for taking part in this study

8) How will my privacy be protected?

If results of this research study are reported in journals or at conferémeggople who
participated in this study will not be named or identified. GW will not releage an
information about your research involvement without your written permission, unless
required by law. As mentioned before your identity and the identity of youritntit

will be masked during the entire course of the study with the assigning &f @ode
deletion of any identifying information. Moreover, all data collected for tingyswill be
stored in a locked file cabinet and electronic documents will be stored in a password
protected computer hard drive.

9) Problems or Questions

The Office of Human Research of George Washington University, at telephobemum
(202) 994-2715, can provide further information about your rights as a research
participant. If you think you have been harmed in this study, you report this to the
Principal Investigator of this study. Further information regarding tbysnay be

obtained by contacting Dr. William Molasso, the principal investigator ofthigy and
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the dissertation advisor who may be contacted at billym@gwu.edu. For probisimg ar
evenings or weekends, you may contact Andy Sonn at 202-438-5340 or asonn@gwu.edu.
If you agree to participate in this study, please sign below:

10) Documentation of Informed Consent

| understand the information printed on this form. | have discussed this studksts ris

and potential benefits, and my other choices with Andy Sonn. My questions so far have
been answered. My signature below indicates my willingness to participats gtudy

and my understanding that | can withdraw at any time.

Institutional Representative’s Name (printed) and Signature Date
Name (printed) and Signature of Person Obtaining Consent Date
Principal Investigator's Signature Date

Please note: If a waiver of signed informed consent form is necessaugeszection 10
and replace it with this statement: To ensure anonymity, your signatuog required in
this document unless you prefer to sign it. Your willingness to participatesinegegarch

study is implied if you proceed with completing the interview.
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Appendix G: Research Journal
Memorandum One
From: Andrew C. Sonn
Date: August 2, 2008
Subject: Reflections on Expert Reviews and Pilot Tests

Based on four expert reviews of the interview protocols and two pilot tests of the
interview protocols and procedures, | submit the following memorandum to document
my thoughts on the protocols and procedures for future reference when | am conducting
the interviews for the dissertation itself.

Prior to the interviews, | should do the following: (a) have a thorough knowledge
of the participating institutions and their missions and organizational seactiudent
affairs divisions’ missions, service areas, and organizational structures,vahapdeent
divisions’ missions, campaigns, and organizational structures; (b) collecangl
documents and statistics relating to student affairs fundraising prior tat¢ineiew, if
possible; (c) ask participants in advance of visit the names of individuals who they
recommend | speak with about student affairs fundraising; (d) have a thorough
knowledge of the participants’ histories, and secure a copy of their resumeaurloor
vitae prior to the interview, if possible; (e) have participants understandh¢hat t
interviews will be audio-taped and sign the consent form, if possible, prior to the
interview; (f) guarantee that the interview will be conducted in a quiegtprapace; and
(g) determine whether it is viable, from a methods perspective, to share questions

interviewees prior to the discussion.
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Relating to interview logistics, the following are things for to remembenguri
the interview: (a) test the audio recorder in advance; (b) have two audio-ngcordi
systems on hand for the trips to the sites; (c) do not spend too much time in the
introductory section, but also make sure that | establish rapport with the intexviewe
participant; (d) prepare transitions between questions and sections of thewntervie
guard against choppiness; and (e) be sure to not repeat questions that the paragipant m
have answered at an earlier section of the discussion.

| think that the interview protocol is very thorough, but | will need to do
additional rehearsals prior to the interviews. My goals for the intervienwasdodows:
(a) gather rich data relating to the research questions; (b) estapfistessional rapport
with the participants; (c) do my homework and make the most of these busy individuals’
time by not having them take time to tell me elementary information about thei
institutions or divisions; (d) have pleasant, nuanced, and thought-provoking
conversations with the participants that will help me understand the studerst affair
fundraising activities at these three institutions; and (e) conduct two errttoe pilot
tests; this time, | would like to interview a Chief Student Affairs Offexed a Chief

Development Officer.
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Memorandum Two

From: Andrew C. Sonn

Date: March 9, 2009

Subject: Reflections on Gaining Access to Sites

Last week, | confirmed the final site visit location of the three institutiaid
will be visiting as part of this project. Overall, | had five major reftawtion the process
of gaining access to institutions for the purposes of this case study proj&dog&)
longer than | anticipated to secure institutional consent for the site(ljsgtudent
affairs and development chief officers are very busy, but helpful, individualgcathe
economic downturn has affected institutions and their senior leadership; and (d)
participants have concerns about confidentiality despite my masking theiedeniti
participating institutions and individuals; and (e) the process itself providettinsig
the nature of the organizational culture and, specifically, the relationshipsdrethe
student affairs and development units themselves.

Gaining entry to the sites and confirming the visit dates took much longer than |
anticipated. On January 6, 2009, | wrote the chief student affairs officbes thrée
targeted institutions based on my sampling criteria. On the same day eacthoé¢he
officers had written me back and scheduled initial conversations on the topic Ww&hin t
week. These initial conversations were followed by my sending each of thesthdent
affairs officers a short prospectus of my research study, including aationito
participate in the study. On January 23, 2009, the chief student affairs officaft@rere
referred to as CSAO, Western University) of Western University wretbaxk to agree

to participate in the study. CSAO, Western University, however, suggbstethe
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interviews be conducted by phone. My advisor and | agreed that phone conversations
would preclude the observational element of the research plan, so on February 11, 2009, |
confirmed the site visit date with CSAQO'’s assistant. The site visitakid place on

March 16, 2009. On January 27, 2009, | spoke with the chief student affairs officer of
Southern University (hereafter referred to as CSAO, Southern Univerdity)asked

that | send additional information on my research plan. On February 4, 2009, | spoke
again with CSAO Southern University, who asked for me to send information on my
sampling plan. On February 16, 2009, CSAO Southern University, having reviewed the
sampling plan, agreed to participate in the study. The site visit will take ptaiMarch

23, 2009. On January 27, 2009, | spoke with the chief student affairs officer of Eastern
University (hereafter referred to as CSAO, Eastern University¥atoa-up to our

initial conversation. CSAO Eastern University asked for additional infeoman the

study, and had to cancel phone calls on February 13, 2009 and February 20, 2009. On
March 2, 2009, CSAO, Eastern University confirmed that the institution would
participate in the study. The site visit will take place on April 13, 2009.

Part of the reason it took so long is that the chief student affairs and development
officers are such busy people. The individuals with whom | have interacted have als
been very helpful. One of the student affairs officers, CSAO Eastern Uhyyéiasi to
reschedule our phone calls twice. CSAO, Eastern University was haagimegsing
student issue that had arisen. Another student affairs officer, CSAO, Southerrsitiniver
had to reschedule our phone call due to a budget issue that required meetings with the
institution’s board of trustees. Likewise, many of the development officene avfficult

to reach and my main “gatekeepers” for this study were the student effaiess. The

373



other reason | started with student affairs officers is that | mtlyreerve in the student

affairs division at GW. The development officers, in many cases, have haagl tr

schedules which made the scheduling of the site visits difficult. At the thaee have
observed that everyone with whom | have communicated has been helpful and supportive
of the study. CSAQO, Southern University, who serves as a professor in addition to the
administrative role, discussed my sampling methods and research question$ and ha
suggestions to strengthen the study.

One of the overarching issues that has arisen that will affect theistindy
current economic crisis. These economic issues have affected each of theapadi
institutions and individuals | have spoken with associated with the study. In myaifor
phone conversations with the participants, many mentioned the current economic crisis
As mentioned previously, CSAO, Southern University had to reschedule one of
conversations due to a budget issue.

Although | have taken proactive measures to ensure participants’ cordiidgnti
there are still concerns about this issue among participants. After semdirnd the
participants, development officer of Western University (hereafterresl to as
Development Officer, Western University), an e-mail with the intervieveeoinform,
Development Officer, Western University wrote back and asked the reasomnisevhy
conversation would be taped. In addition, CSAO, Western University asked questions
about whether financial documents would be a requirement of participation. Although
such information would be useful for the study, | replied, releasing such documants i
your own discretion.

The final area of reflection is that the process of confirming institutiotesest
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in hosting the site visit itself provided insight into the nature of the organizhtiona
cultures and subcultures at work. For instance, Eastern University has tA€rand
CDO in the same location — this made contact with these individuals easy coropared t
Western and Southern universities’ process in which the fundraiser is in ardiffer
location from the CSAOs. While my site visit will provide additional insigha this
topic, the process of communicating with the student affairs and developmentsditice
this early stage provided insight into the dissertation topic.

In summary, the site selection and confirmation process, having taken three
months, took longer than | anticipated. However, in the process, | learned about the
organizational cultures at work at the three institutions, just in my making cuoritiact

the various individuals and departments at the three institutions.
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Memorandum Three
From: Andrew C. Sonn
Date: March 17, 2009
Subject: Reflections on Visit to Western University on March 16, 2009

As a result of the first site visit, | edited my interview protocol teefsome of
my lessons learned from the first of three site visits and also recorded somemotes
some of the overall themes that | generated from the observations, intervidws, a
documents. During the interviews, | noticed that the participants coveredahtey
guestion areas without prompting. While | will not alter the content of the obsear
guestions measurably, | will take a little less formulaic approach to condthotimgext
series of interviews. | will, however, keep the themes and topics standardizexhtfoall
more accurate data collection while leaving enough time to explore topics endeh@c
Western Universityt hand. In addition, | was struck by the number of themegetteat
customized to the particular institution. | asked many of the follow-up or probeansesti
to learn more about or clarify institution specific acronyms or programs.

| also noticed during the interviews that | had an easier time commugigéthn
the CSAO than the development officers. As articulated in the literature sed da my
background as a student affairs practitioner, this phenomenon is perhaps rooted in
differing student affairs and development culture, terminology, etc.

Reflecting on the site visit, | had a few themes that stood out to me: the
intersection of the documents, artifacts, and interview content that denote taiomsti
with a culture of fundraising and support of student affairs initiatives in gsiom.

Western University’s strategic plan, statues, signs, historical nsademissions tour,
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and interview talking points are evidence of a ripe culture for student dtfadsaising.
There was also a type of dialogue between student affairs and developmersAe C
understood fundraising. The development officers understood student affairs and its role
in supporting their own fundraising efforts as well as the institutional mis3ibis.
symmetry, and the fact that the student affairs fundraiser had a background in
development, made the three individuals an effectively functioning team. Thisienevi
in my feeling after the interviews that the CSAO, CDO, and student difiaidsaising
each mentioned each other in positive terms and, from the content of the interviews,
appeared to have good working relationships.

| thought that the documents, observations, and interviews have assembled some
rich data. What will be difficult, | realize, upon reviewing my notes, will beytresize

all of the data into coherent findings for the within case and cross case analyse
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Memorandum Four
From: Andrew C. Sonn
Date: March 19, 2009
Subject: Emerging Codes from Western University Site Visit on March 16, 2009
After transcribing the interviews and reviewing the documents and obearvati
memorandums from Western University, the following are the major thentes tha
emerged from my initial coding: executive support necessary to establilemsaffairs
fundraising as a priority, alumni support being key to student affairs fundraising
significance of a big project in establishing student affairs fundcpesm priority,
student affairs fundraising success defined by faithfulness to univerdistzatent
affairs missions and in establishing a long term program that will build an enddvione
student affairs, student affairs collaboration with executive leaders, dedreduanni
affairs more frequently than with development officers, the nature of the CSAO
fundraising role, the hybrid nature of the student affairs fundraisers’ roldpdeent
officer’s attitudes toward student affairs and student affairs fundgaiaffinity and
engagement models, the idea of the alumni as the products of higher education, the
differences between alumni and student constituencies, the definition of good, thoughtful
fundraising in linking the needs of the institution with the dreams of the donors, the idea
that student affairs collaborations hinge on relationships with donors, stucers aff
fundraiser’s perspectives on the job, significance of Greeks and athtetiggporting
student affairs fundraising, importance of developing partnerships andraljjetting a
major project off of the ground, and the importance of student affairs practitioners

demonstrating the value of student affairs fundraising to the university. Tieezmang
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the themes that stand out to me, based on my notes taken during the interviews and
observations and on the documents relating to student affairs fundraising and student
affairs and development collaboration at Western University. My oveiadtion is that

all three individuals have thought a lot about fundraising and the role of fundraising in

supporting student development and the university writ large.
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Memorandum Five
From: Andrew C. Sonn
Date: March 24, 2009
Subject: Reflections on Visit to Southern University on March 23, 2009

First and foremost, | had a change in the site visit schedule at Southern
University. There is an old adage about the best laid plans. Due to a scheduling issue,
was unable to speak with the student affairs fundraiser and the development officer
during my site visit. Subsequently, |1 scheduled an April 3, 2009 phone interview with the
student affairs fundraiser and an April 30, 2009 phone interview with the development
officer.

After completing the second site visit, | reflected on some of the overalethem
that | generated from the observations, interviews, and documents. My sense was tha
student affairs and development function in very separate spheres at Southerntynivers
They are physically separate from each other, and the history of stuidénst af
fundraising at Southern University involved the CSAO asking the presidentydiveiti
little apparent input from the CDO, whether the student affairs fundraisiregiret
could be launched. In addition, the absence of the student affairs fundraising also mea
that the CDO was not present for the interviews. The student affairs fundraiser had
promised to have the CDO or other development officer be scheduled during thetsite visi
date, but that had fallen through. My larger conclusion from this is that there was a
disconnect between student affairs and development at Southern University sltisaem
the two divisions function independently. The CSAO analogy was that development was

a machine, capable of bringing in a million dollars a day. There was, howeverga sens
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that student affairs and development function in very different spheres at &outher
University.

In summary, | believe that this second visit went more smoothly than the #rst sit
visit. In particular, the CSAO conversation was more natural and free flowingian t
interviews | had at Western University. My edits from the first séé were helpful in
setting the tone for the second site visit. In summary, the documents collected and
interview furnished me with some rich data and also showed evidence of a distinct
student affairs fundraising philosophy and model from Western University’swilhise

interesting to explore during the cross case analysis section of Chapter 4.
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Memorandum Six

From: Andrew C. Sonn

Date: March 28, 2009

Subject: Emerging Codes from Southern University Site Visit on March 23, 2009
After transcribing the interviews and reviewing the documents and observation

memorandums from Southern University, the following are the major themes that

emerged from my initial review of the transcript and documents: linkagesbet

institutional mission and strategic plan and student affairs strategiamdiafundraising

priorities, balancing student affairs and institutional needs, student &fiiathsising

effort launched informally, without data, but with the consent of the president, student

affairs fundraising part of interdisciplinary units, student affairs andldpment having

a cordial relationship, first student affairs fundraising officer focedtts on capital

project, second student affairs fundraising officer has focused on credbimg term

fundraising infrastructure, student affairs fundraiser communicatitigawmid

representing divisions interests among development officers, ultimatefgoahting a

large student affairs endowment, division not reliant on fundraising dollars for budget

purposes, “fundraising as the culmination of being an institutional ambassadorisbarrie

to introducing student affairs fundraising efforts include control, competencétsdant

affairs officers, no development training programs for CSAQOs, and not everyotetwa

do it, and also value of student affairs fundraising from the development perspective:

student affairs serves as a gatekeeper for student organization réguestsor lists and

to raise funds and help tracking student involvement.
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Memorandum Seven
From: Andrew C. Sonn
Date: April 5, 2009
Subject: Reflections on Interview with Southern University’'s Student isffaundraiser
Due to a scheduling conflict, | had to conduct a phone interview with Southern
University’'s student affairs fundraiser on April 3, 2009. Although the content of the
interview was quite helpful, | recognize the utility of having in person intewssfer this
study. In-person interviews allow for non-verbal communication and visual ltatesre
not possible during phone interviews. For the purposes of the study and subjectivity, |
wanted to mention that this interview was conducted over the phone and not in person.
After transcribing the interview, the following are the major themesetin@rged from
my initial review of the transcript: daunting job for only fundraiser in studiésits
division, challenge is to identify top student affairs priorities among the muaisyjodial
needs, student affairs priorities dictate whether to raise funds for a prajéics not
among the priorities there will be no fundraising, establishing trust with aj@weint
colleagues, student affairs strategic plan not started until after caompdéuniversity’s
strategic plan, barrier to student affairs implementation include issue obloover
prospects, development offices judge performance based on “dollars in the door”,
philosophy of caring only about success of program and institution, honesty and
transparency keys to collaboration with development offices, philosophy of student
affairs being an extension of the classroom, economic situation has led us to seek
donations from donors who had not been asked for funds before, relationships key to

successful fundraising, and importance of collaboration with developmentgrm@keas
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tip to student affairs fundraisers. My overall feeling from the intervielwatthe student
affairs fundraiser is an individual who is charged with navigating two (we)ydiffering
organizational subcultures: student affairs and development. Two of the fundraisers
have spoken with have experience in both development and student affairs divisions. In
many respects, these individuals are the most crucial to the two operatioriseatheay

gain an understanding of the lexicon, “rules of the game”, and philosophical viewpoints

of two different cultures which are often like two different worlds.
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Memorandum Eight
From: Andrew C. Sonn
Date: April 15, 2009
Subject: Reflections on Visit to Eastern University on April 13, 2009

Having travelled over 5,000 miles after completing three site visits, myefarstion
is relief. At the same time, | also have a sense of the difficult taskeb@i®to complete
the within and cross case analyses for Chapter 4. There was one piece oMvibi: gitd
| had to schedule at a later date: due to a scheduling conflict, 1 will be cargdagthone
interview with Eastern University’s student affairs fundraiser on A#jl2009. Upon
further reflection, a few things stand out to me when thinking about the third site visit.
First, the development officer conversation, more than any others, showed the rift
between student affairs and development culture. At one point, the interviewee
mentioned not understanding what student affairs did and questioned the value of the
areas to the institutional mission compared to other units such as acadensc afiide
the other site visit interviews, moreover, the development officer also tharejust
mentioning challenges, emphasized all of the divergences and conflicts betwekss st
affairs and development. All in all, | am glad that the individual was so fortimgpimi
responding to me. At the same time, this proves the utility of the dissertatiorahd
the hope that this work can help student affairs officers understand more about
development and development officers understand more about student affair$i0pas
each party will see the value of each of the professions in furthering hayireatien’s

mission to develop students in a holistic fashion.

385



Second, | have noticed that the CSAOs in all three of the site visits have about
100 years combined student affairs experience. All three individuals have their
doctorates. | noticed at Eastern University that the staff members had adrigh ok
respect, even fear, of the CSAO, who seems to have the closest relationsHug with t
president of the institution. Perhaps part of this is the fact that the CSA@& isfabout
25 yards away from the president’s office and on the same floor. The other C&AOs a
not located in the same buildings as their presidents. All in all, however, thesavete
CSAOs have earned the respect of their institutions’ leadership and gainecstioé tine
individuals on the board, in the president’s office, and their development colleagues to
get the student affairs fundraising initiatives introduced. Last, | alredlected on
what was most surprising to me. The most surprising thing is that the literature
emphasizes student affairs and development collaboration, but there less formal
collaboration between the two units occurring at the three institutions than | had
originally predicated. It seems most of the student affairs initiatreemaoduced as a
result of the executive leadership elevating student affairs projectslist thie
institutional priorities. Development units are a necessity for studensdtfadraising
to happen, but, in many cases, the CDOs have taken a “hands off” approach to things and
allowed student affairs to function like a school or unit at these institutiorieager
student affairs and development units interact rather than collaboratectisesms like
a more apt description of the relationship between student affairs and developnsent unit
This, however, is my gut reaction — my more in-depth data analysis may produce a
different finding. In addition, | will have to dissect the commonly accepteditiefi of

collaboration that | employ in the dissertation.
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Memorandum Nine
From: Andrew C. Sonn
Date: April 17, 2009
Subject: Emerging Codes from Eastern University Site Visit on April 19 20

After transcribing the interviews and reviewing the documents and observation
memorandums from Eastern University, the following are the major thentestbeged
from my initial review of the transcripts: student affairs fundraising asit entity, past
student affairs fundraising priorities centered on residential fasilgnd Greek system,
current fundraising priorities include residential life, first yegrezience, student health,
and civic engagement, excellent publications illustrating fundraising tpegand
donations impact on student life, fundraising supporting mental health communication,
outreach, and staffing, student affairs fundraising needs to be congruent withiomsti
structure, student activities are a good way to start a conversation with a donor,
fundraising officer located in student affairs office and a member of seaffr s
fundraising reports through development — like controls that way, giving as a
combination of willingness and capacity, students as active participants in sumglrai
effort, student affairs fundraising initiative launched, in effect, by ageesal initiative
for a residential community for first year students, spent a limited amotimebn
fundraising and most time on campus working with students and leading student services
and outreach, development responsibilities to raise money and engage alumni,
fundraising is part of the culture, need more understanding of what development and
student affairs do, development and student affairs relationship could be more

coordinated to the mutual benefit of both divisions, one of challenges is that development
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is the gatekeeper of student organizations, alumni engagement model is the mext pus
fundraising is inculcated in culture from day one — includes responsibilitiésdeids

and alumni — support institution, and high degree of loyalty and pride in Western
University among students and alumni (example of many students wearingsiipiver

apparel — more than other institutions).
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Memorandum Ten
From: Andrew C. Sonn
Date: April 19, 2009
Subject: Reflections as | begin to draft Chapter 4

The moment of truth has arrived. After four months of contact with the participants,
all of the interviews, except for two, have been transcribed and the documents and the
observational notes have been organized. In keeping with the qualitativelresearc
literature’s recommendation of beginning coding in the midst of the data amilect
process, it is time to begin. | have four themes to write about for my ownticilead
for readers’ reference. First, | hope my identity as a student affacstjgmer has not
affected the data collection process. Second, | can’t help mention the fabethiiet
visit format itself was one of the more enjoyable parts of the study. On the [segl in
all three cases, the participants and their team members received me witdtropand
friendliness. On a more academic side of things, the site visits themselveegnmne
with great experiences to immerse myself into the campus cultures o$éheeted
institutions. One of my favorite topics is higher education history, and all three
institutions have rich histories and cultures. Third, | approach the responsibility of
analyzing the data as a very serious responsibility. On the one hand, | seek to provide
researchers and practitioners with valuable data to understand an understudied topic
higher education fundraising. On the other hand, | seek to represent the expernidnces a
opinions of participants in an honest, respectful fashion. | hope that the findings and my
subsequent dissertation will do justice to the intelligence, dedication, and cdtirgafa

each of the participants. In the end, | hope the study will add to higher education

389



literature and make colleges and universities better places to stuaty,lbem and learn.
Last, the coding and analysis of data from the first two parts has been mictgtdiffd
time consuming than | thought it would be. | have found that outlines and these

memorandums have been helpful, so far, in organizing the data.
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Memorandum Eleven
From: Andrew C. Sonn
Date: May 1, 2009
Subject: Reflections on Interview with Eastern University’s Studentr&ffaundraiser

Due to a scheduling conflict, | conducted a phone interview with Eastern
University’s student affairs fundraiser on April 30, 2009. For the purposes of the study
and subjectivity, | wanted to mention that this interview was conducted over the phone
and not in person. After transcribing the interview, the following are the nhegores
that emerged from my initial review of the transcript: views position as lsamar to a
unit officer in development, reports to central development but sits in CSAQ afifice
student affairs senior staff meetings, current development unit reorganjza¢iws self
as “imbedded” development officer in student affairs, chief role is to focus GSAO
fundraising efforts, main responsibilities include annual fund, major giftsasdehip,
systems, communications, and VIP management, significance of donors wikh Gree
organization affiliation, over 10 years experience — background in development at
Eastern University, experience working in schools and units, student affams a$
largest units, development as business and bottom line oriented, student affairs doesn’t
say no to students (i.e. 800 student organizations), student experience for student affair
professionals is paramount, student affairs does not understand that fundraising is not a
faucet that can just be turned on, student affairs does not understand limited number of
major donors to cultivate, benefits of central development partnering with stutderst af
(show donor a residence hall room, homecoming weekend, etc.), role as an internal

marketer of student affairs projects to development officers, liaison ralatipation
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key to good fundraising, student development paramount to student affairs, student
affairs professionals should recognize way their relationships can badedanto
fundraising efforts, would like provosts/deans to understand importance of outside of the

classroom experience, and CSAO as being so inclusive may better focugepriorit
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Memorandum Twelve
From: Andrew C. Sonn
Date: May 1, 2009
Subject: Reflections on Interview with Southern University’s Developmérde®

Due to a scheduling conflict, | conducted a phone interview with Southern
University’s development point of contact on April 30, 2009. For the purposes of the
study and subijectivity, | wanted to mention that this interview was conducted over the
phone and not in person. After transcribing the interview, the following are the major
themes that emerged from my initial review of the transcript: intepdiisary focus of
work, significance of strategic planning in fundraising process, background in jsarpali
political fundraising, and fundraising at other universities, academigbagkd in
organizational studies and strategic planning, student affairs fundraisirsjeas @,
fledgling operation, provost setting priorities, economy’s influence on cutredtaising
practices, philosophy is keep asking sensitively but not apologetically, mixcalttb
close in this economic environment, student affairs as a co-curricular funictiong|
curricular and co-curricular in an interdisciplinary fashion, making argtistedent
affairs is critical to academic life of the university, meets with studtairs fundraiser
once a month, dedicate larger sales force of university to student affairasungdra
effort, focus on major donors ($100,000 over three years), no better closer than the
CSAO, development colleagues working at a high level with an average ofrs5 yea
experience in the field, CSAO officer is captain of the unit, fundraising péesftiave to
be part of strategic enterprise, tip to go through proper channels to establistsingdr

priorities, tougher projects in student affairs are capital ones, succesdintsaffairs
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projects often involve direct engagement for students, leadership opportunitiess, caree
development, faith based initiatives, and residence life initiatives, and fésihgtudent
affairs fundraising does not take away from other areas but is value addexinetioe
have data to support this, however.

My overall reaction to our conversation was that the interviewee, as mentioned,
was a high functioning professional with a keen understanding of the fundraisingsproces
and organizational structures at Southern University. The CSAQO’s descriptioa of
fundraising team as a “machine” is apt in capturing the professionalgicogmorate

nature of the development team.
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Appendix H: Observational Field Notes

Observational Field Notes: Western University
Observation #1: Environmental Scan of Western University
Date: March 16, 2009
Starting Time: 8:00am-9:00am
Length of Observation: One hour
Description of Observation: Campus environmental scan for organizational culture
relating to fundraising and student affairs and development unit interadtidresgern
University.
Reflective Notes:

| arrived at Western University about an hour before the interview timad, a
took a self-guided tour of campus. It was spring break so very few students were on
campus. One of the first things that | noticed relating to student affairsafsimgyr was
that the student center project | had spoke with the CSAO of Western Uniadrsitly
and that had been the focus of their web-based communications on student affairs
fundraising was in the midst of being constructed. As | walked to the seedeatst
affairs offices, | heard the sounds of construction: the beeping of bulldozers backing up,
saws humming, etc. The construction site’s fence has renderings of thaident st
center and also had areas where student organizations could hang postersise advert
upcoming events. The construction site symbolized to me, in a tangible way, the
significance of the dissertation topic from a bricks and mortar standpoint.

The student affairs office and main departmental areas all are housed im¢he sa

building: a three story edifice built in the 1920s, and kept in good condition. The main
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administration building, where the provost and president are located, is situated a fe
steps away from the student affairs administration building. The central athation
building’s construction and renovation were financed by donors, primarily trustees as
denoted by the sign in the entryway to that building. The development vice president’s
offices and alumni house are a few hundred yards away from the student affairs
administration building. The student affairs administration building contains the
following service areas: student affairs development, disability supportegriesbian,
gay, bisexual, and transgender (LGBT) support services, women’s center, student
newspaper, ticket office, student pharmacy, career center, multicuttiatahs offices,
student government, student activities, among other services. Most of the buildings, in
fact, are named after donors who have endowed the construction and upkeep. In
particular, the majority of Western University’s schools have been nansgdlaftors.

The campus itself has a series of informative signs and markers that show the
institution’s commitment to fundraising. Signs mark that fountains, walks, and buildings
have been endowed by donors. Signs, part of Western University’s history pregct, al
mark the following areas of Western University’s history: developmardest life, and
alumni affairs. The sign that delineates the role of development in Webtemersity’s
history has a photo from the 1930s of a former president sitting on a cash register. The
sign denotes have significant development has been to the history of Western tyniversi
The sign on student life tracks student life at Western University acsdsstibry,
including the building of the student affairs administration building and student.center
The Alumni House itself is a historic property among the first higher eduacatiifices

in the state in which Western University is located in. The Alumni House ietboathe
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main concourse on campus, a symbol of the commitment of the institution to its alumni
and also of the significance of the alumni to the institution. The signs narraterliVes
University’s history and the presence of information on development, studers,affad
alumni affairs shows how significant these areas have been in the past, prestritra

of the university.

One of the other central symbols of campus relates to Western Univensdits s
team. An alumnus donated funds to sponsor a statue of Western University’s mascot for
the center of campus. There is a connection between alumni connectivity, donors, and
Western University’s sports teams. The football team, in particular, hagdaidsuccess,
and Western University’s stadium holds over 100,000 fans.

Western University’s campus, in general, is impeccably landscaped. Instootra
the developed urban setting of the University, Western University’s campus\wuassf
green grass, trees, and open spaces. A sign noted that the landscaping, too, wes endow
by a local corporation’s donation.

Therefore, | drew three major conclusions from my initial environmeaoge. s
First, Western University’s campus design, from a spatial perspeciafeles there to be
opportunities for student affairs and development officers to interact. Theositua
between the student affairs and administrative offices also enable the (C&&n
close proximity to Western University’s provost and president. Second, the signs and
markers denote that fundraising is a central part of Western Univetsgyosy. In
addition, the development marker’s presence denotes that fundraising is soithethisg
not hidden, but part of the institution’s fabric. Last, student affairs also has aqeese

campus and in the institutional priorities as evidenced by the construction of tha stude
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center, the location of the student affairs administration building, and the pres¢nee

student affairs marker.
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Observational Field Notes: Western University

Observation #2: Admissions Office Campus Tour of Western University

Date: March 16, 2009

Starting Time: 11:30am

Length of Observation: One hour

Description of Observation: Participated in admissions tour of Western Unyversit
Reflective Notes:

An undergraduate student conducted the tour which started at the admissions
visitor center, an office that had been carved out of the bottom floor of one of KVester
University’s residence halls. The tour guide was a freshman from Atlaetagia, a
state very far away from Western University.

The first stop on the tour was at the Alumni House, a building that is very
significant in Western University’'s history. The content of the presentaicuséd on
the size of the campus, the student to faculty ratio, and the institution’s enroliment
statistics. The second part of the presentation focused on financial aid pakatpde
to students, the average financial aid award, and the total amount of institutionaafinanc
aid offered to Western University’s students. At that point, the tour guide pauked at t
financial assistance building. The third stop was an academic building in whicbrere w
given the opportunity to see a typical classroom. After viewing a sertes other
undergraduate schools, the tour guide took us to see the part of campus that houses
Western University’s first year students. The tour guide also pointed outittenst
affairs administration building, the new student center under construction, and spoke

about his own membership in student organizations. In addition, the tour guide discussed
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some of the signature student activities and events, including involvement fiaes, ca
fairs, student research opportunities, and attendance at home football games. The tour
ended in the center of campus in front of a statue of Western University'straasc
symbol.

The campus tour, in my opinion, lends insight into institutional priorities as
communicated to one of the most important university constituents: prospectivestudent
and parents. The campus tour’s first stop at the Alumni House showed that Western
University has pride in its alumni and even points out to prospective students the
centrality of this group to the institution’s history and well-being. In additioncangpus
tour’s focus on financial assistance denotes that it is a commonly askedmaesting
prospective students and parents, while also being an institutional prioritpby & the
financial assistance office coming second. In addition, student affairs]adedaevith
information on the new student center, student organizations, and student activities, also

played a significant role during the tour.
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Observational Field Notes: Southern University

Observation #1: Environmental Scan of Southern University

Date: March 23, 2009

Starting Time: 7:00am

Length of Observation: One hour

Description of Observation: Campus environmental scan for organizational culture
relating to fundraising and student affairs and development unit interactiSosthern
University.

Reflective Notes:

The campus has a Cambridge — Oxford feel to it, with a large chapel and
residence halls and classroom buildings that resemble much older buildings than they
really are. Although the university was founded in th® @entury, it appears to have
been built longer ago than that. There is a statue of the main donor to the campus located
in direct line with the chapel. In addition to the statue and a plaque detailing thre maj
gift of the family in honor of the donor, there are numerous plaques and class gifts tha
enhance campus life — walks, trees, and benches are all named after donors.

The chief student affairs office is located close to the center of campwgas
the original student union building. This office is one of the original buildings and has a
dining facility located inside that follows the commons model. Another, newer student
union and a community gathering space are nearby. The walk and the new student center

are named after donors. In the new student center, there is a large display @inghajor
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minor donors who gave money to fund the center; the display has about a hundred names,
organized by the gift level.

The student affairs administrative building is located in the center of campais. T
student affairs administrative building houses services traditionabcaded with
student affairs: counseling, disability support service, etc. By contrasgve®ddment
and alumni offices are located far away, relatively, from the studentsaffifice. This
location makes face to face communications difficult between student affdirs a
development although the interviewees both mentioned standing meetings between the

two divisions.

402



Observational Field Notes: Southern University

Observation #2: Admissions Office Walking Tour of Southern University

Date: March 23, 2009

Starting Time: 11:00am

Length of Observation: One hour

Description of Observation: Participated in admissions walking tour of Southern
University

Reflective Notes:

Due to the scheduling of my interviews, | was unable to join an admissions tour of
Southern University. Instead, | took a walking tour of campus that was included in a
document published by Southern University’s Admissions Office. The campus &bir its
with 15 of the 30 entries dedicated to student affairs and fundraising topics aaxtsrtif
shows the centrality of these issues to Southern University’s recruigfiens.

The campus tour document itself begins with an introduction noting that the
institution was established through a gift from a single family in tﬂbcé@tury. A statue
at the center of campus is among the first stops on the tour and shows the centrality of
donations to the institution’s history and identity. In fact, no fewer than thiteestre
dedicated to this family. The largest and most prominent statue is a rendaheg of
family’s patriarch. The next series of stops on the campus tour emphasiaeltrg st
center, student activities, residence life, and athletics. The studensteateatives in
the tour guide note the facility’s role in building community among the student bddy a
also to supporting students from diverse backgrounds with mention of the African-

American student center and the LGBT student center. The blurbs on intramural and
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intercollegiate sports emphasize the campus recreation center and alsrrSout
University’s basketball teams, among the best known and most successful grogram
the country. After visiting these buildings, the walking tour took me past the main
academic buildings. Next, the tour prompted me to visit a section of campus that is
dedicated to first year students. The tour of this part of campus lists fivesethtt relate
to life outside of the classroom, the topics traditionally associated with stafterg. In
addition, this section of the tour also notes the university’s residence hall, a building
dedicated to housing first year students.

Therefore, the walking tour of Southern University provides evidence of the

centrality of fundraising and student affairs to the recruitment efbbttse university.
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Observational Field Notes: Eastern University

Observation #1: Environmental Scan of Institution

Date: April 13, 2009

Starting Time: 8:00am-9:00am

Length of Observation: One hour

Description of Observation: Campus environmental scan for organizational culture
relating to fundraising and student affairs and development unit interactiastarn
University.

Reflective Notes:

Eastern University, located on a large campus, was endowed by gifts from two
major donors. Statues of one of the donors, the institution’s namesake, have a central
location on campus. The founder and one of the founder’s notable quotes form one of the
central elements of the institution’s mission. Many of Eastern Unty&r&iuildings and
schools are named after benefactors. In addition, numerous quads, benches, and fountains
that beautify the campus are also named after donors. A short walk from thepaattra
of campus are two important organizations: Greeks and athletics. While bothnWester
University and Southern University have Greek systems, Eastern Utyi\see@Gieek
system is notable in the size and prominence of the fraternity and sorority.hiheses
are over 50 Greek organizations on campus, with the majority of the organizations having
houses for members’ to live and eat meals. Eastern University’'s algetigram has its
own complex, which contains a football field, a basketball arena, a fithess center for
athletes, and a baseball diamond. The nickname of the sports team and aaalliang

the sporting teams are emblazoned in many locations in this athletics corridor.
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The location of the student affairs vice president, development vice president,
provost, and president are each in the same corridor in the same building. That building
also houses the central student services: admissions, financial aid and Biggsylars
access card, and the registrar’s office. The majority of the developntestuaent
affairs staff, however, work locations spread across Eastern Unilecstypus.

Therefore, my environmental scan indicated three main themes. First, althougipéne
level student affairs and development officers were situated in proximity,ajoeity of
the two division functions in separate spheres. Second, the scan also indicated the
centrality of Greek life and athletics to institutional priorities. | Hst fundraising was

central to Eastern University’s mission, history, and culture.
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Observational Field Notes: Eastern University

Observation #2: Admissions Office Campus Tour of Eastern University

Date: April 13, 2009

Starting Time: 11:30am

Length of Observation: One hour

Description of Observation: Participated in admissions tour of Eastern Unjversit
Reflective Notes:

The campus tour at Eastern University was led by an undergraduate student, a
junior from Pennsylvania. The tour began at the same administrative building that houses
the students and development vice presidents, the provost, and the president. The tour
began with the institution’s main facts — acreage, enrollment, number of schools, and
history. The second main topic was a discussion of the amount of financial aithlavaila
to students. Like the other institutions in the study, Eastern Universityigadep
research university with a cost that places it among the most expensigesaliel
universities in the country. During the time of the site visit, the Unite@<S&tonomy
had been in decline and there have been job losses throughout the country. The mention
of financial aid early in the tour showed how this was a topic of interest to thespaneint
students taking the tour. At the same time, the financial aid program, and infusion of
millions of institutional dollars, to need-based aid showed that this was arastegr
University’s priorities.

The tour itself focused on the academic buildings and visits to two of the
university’s schools — the engineering school and the arts and sciences quagltHuri

discussion of academics, the tour guide threaded in information about student affairs
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topics such as residence life, student organizations, Greek life, and studetscti

among other topics.
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Appendix I: Interview Protocol for Student Affairs Officers
Interview Protocol for Chief Student Affairs Officers and Student Affatesf
Template Source: Creswell, 2005
Project: Successful Student Affairs Fundraising Efforts at Privaded®eh Universities:
How Organizational Culture Affects Collaboration Between Student Aféaids
Development Units
Time of Interview:
Date:
Place:
Interviewer:
Interviewee:
Position/Title of Interviewee:

1. Describe the project, notify the interviewee about the (a) purpose of this giudy;
participants and data collection sources; (c) how confidentiality of the ievexei
will be protected; (d) the estimated length of the interview; and (e) remgitiok
participant that the interview will be audio-recorded and reminding theiparttc
of the content of the signed consent form.

2. Activate the tape recorder and test it.

Introduction
My name is Andrew Sonn, and | am a doctoral candidate in The George
Washington University’s Higher Education Administration program. | have a few
introductory items to cover before we commence our discussion. | am conducting

research for my dissertation. This interview is scheduled to last approyidate
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minutes, and it will be audio-recorded and later transcribed, as specified in teatcons
form. My dissertation topic is Successful Student Affairs Fundraising Effd®rivate
Research Universities, and | am specifically interested in stydyerole of student
affairs and development units in student affairs fundraising activitiesméhe
participants in this study will be student affairs and development unitns¢afibers. The
main data sources for this study will include the analysis of institutional docsimexte
available by student affairs and development unit staff members and intenfistudent
affairs and development unit staff members.
| also wanted to say a few words about confidentiality. All of the information we
discuss today will be treated to preserve your anonymity. Your name will n@rappe
the dissertation. The audio files from this discussion will be stored in aedecation to
further protect your confidentiality. These audio files will be transcribetdywbl be
destroyed after this project has been completed. The consent form that yoedeyoes
into these confidentiality issues in further detail. Please raise antyonsesr issues that
you may have at this time.
Semi-Structured Interview Questions
Introductory Information/Question
1. Discuss individual’s length of time at the institution; individual’s reportingdirt@e
institution; individual’s roles and responsibilities; student affairs’ departsnand
service areas; individual's perspectives on institutional and organizationakcul
individual's opinions on issues facing division or institution (Chaffee & Tierney, 1988;
Kroll, 1991; Schoenecke, 2005; Tierney, 1988).

Background Questions Regarding Student Affairs Fundra(8ogoenecke, 2005)
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2. Please describe your role in raising funds to support student affairs savingses,
and programs (Kroll, 1991; Schoenecke, 2005).
3. How has the initiative changed since you have been in your position at this arsituti
(Kroll, 1991; Schoenecke, 2005). Probe questions on student affairs fundraising reporting
structure and past and current student affairs fundraising projects.
4. How does student affairs fundraising fit into your division’s goals? Probeauesti
What has been the affect of student affairs fundraising on your division’s inisiainge
activities? (Kroll, 1999; Schoenecke, 2005)
5. How does student affairs fundraising fit into the larger strategic goatsto
institution?

Collaboration Between Student Affairs and Development (®dksoenecke, 2005)
6. How do you and your colleagues interact with members of the development unit,
particularly when it comes to student affairs fundraising? (Kroll, 1991; Schaegnec
2005).
Probe questions: How do you communicate with the Chief Development Officer? How
do you communicate with other development unit staff members? How do you
communicate with the chief student affairs fundraiser? (Schoenecke, 2005)
7. What, if anything, would you change about your relationship with the development
office with regard to student affairs fundraising?

Student Affairs Fundraising PracticéSchoenecke, 2005).

8. Do you have specific student affairs fundraising targets, or is this kept open-ended?
Probe question: are there formal or informal standards of assessment for atizaiant

fundraising?
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9. What are some of the things that you would like to see happen in the future when it
comes to student affairs fundraising at your institution? Probe question:hé¢ave t
outcomes of the student affairs fundraising efforts met your expectattvobe
guestion: are there formal or informal standards of assessment for studest affai
fundraising?
10. Are there any aspects of your student affairs fundraising initiativgdabavould
identify as a best practice for others in the field? (Kroll, 1991; Schoenecke, 2005). Probe
guestion: Is there something unique about your institution that affects fundraising?
11. If you had the power to change events or conditions, what would you have done
differently when it comes to student affairs fundraising?
12. With whom should | talk to find out more about student affairs fundraising astivitie
at your institution?
13. Is there anything else that we have not covered in our discussion today, that you
would like to mention?
Conclusion

Thank you for your participation in our discussion today. | reiterate that your
confidentiality will be respected as detailed in the consent form. | havpiasteto ask of
you. First, if an issue arises during my transcription of this discussion, would you be
available for a future follow-up e-mail or phone discussion to clarify factuainmetion
raised during this discussion? As a follow-up to our discussion today, | will be in touch
with you. I will send you a transcript of our interview for your referesmog records. At

the end of the study, | will send you and your colleagues who participated in the
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interviews my study'’s findings for your reference. Thank you very mucyoiartime

today. | wish you well with the remainder of the semester.
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Appendix J: Interview Protocol for Development Officers
Interview Protocol for Development Staff Members
Source: Creswell, 2005
Project: Successful Student Affairs Fundraising Efforts at Privaded®eh Universities:
How Organizational Culture Affects Collaboration Between Student Aféaids
Development Units
Time of Interview:
Date:
Place:
Interviewer:
Interviewee:
Position/Title of Interviewee:

1. Describe the project, notify the interviewee about the (a) purpose of this giudy;
participants and data collection sources; (c) how confidentiality of the intexwie
will be protected; (d) the estimated length of the interview; and (e) remgitiok
participant that the interview will be audio-recorded and reminding theiparttc
of the content of the signed consent form.

2. Activate the tape recorder and test it.

Introduction
My name is Andrew Sonn, and | am a doctoral candidate in The George
Washington University’s Higher Education Administration program. | have a few
introductory items to cover before we commence our discussion. | am conducting

research for my dissertation. This interview is scheduled to last approyidate
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minutes, and it will be audio-recorded and later transcribed, as specifiedccongent
form. My dissertation topic is Successful Student Affairs Fundraising Effb®rivate
Research Universities, and | am specifically interested in stydyerole of student
affairs and development units in student affairs fundraising activitresmiain
participants in this study will be student affairs and development unins¢afibers. The
main data sources for this study will include the analysis of institutional docsimexte
available by student affairs and development unit staff members and wenfistudent
affairs and development unit staff members.
| also wanted to say a few words about confidentiality. All of the information we
discuss today will be treated to preserve your anonymity. Your name will n@rappe
the dissertation. The audio files from this discussion will be stored in aedecation to
further protect your confidentiality. These audio files will be transcribetdywhbl be
destroyed after this project has been completed. The consent form that yoedeyoes
into these confidentiality issues in further detail. Please raise antyonsesr issues that
you may have at this time.
Semi-Structured Interview Questions
Introductory Information/Questio(Kroll, 1991; Schoenecke, 2005).
1. Discuss individual’s length of time at the institution; individual’s reportingdirtee
institution; individual’s roles and responsibilities; development division’s seaieas
and departments; individual's perspectives on institutional and organizationa¢cultur
individual's opinions on issues facing division or institution (Chaffee & Tierney, 1988;
Kroll, 1991; Schoenecke, 2005; Tierney, 1988).

Background Questions Regarding Student Affairs Fundra(8ogoenecke, 2005).
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2. Please describe your role in raising funds to support student affairs savingses,
and programs (Kroll, 1991; Schoenecke, 2005).
3. How has the initiative changed since you have been in your position at this in&titution
(Kroll, 1991; Schoenecke, 2005). Probe questions on student affairs fundraising reporting
structure and past and current student affairs fundraising projects.
4. How does student affairs fundraising fit into your division’s goals?
5. How does student affairs fundraising fit into the larger strategic goayedr
institution? Probe question: if there is a capital campaign, ask whethentshffdées
fundraising is part of that campaign.

Collaboration Between Student Affairs and Division U(fisshoenecke, 2005).
6. How do you and your colleagues interact with members of the student affgirs unit
particularly when it comes to student affairs fundraising? (Kroll, 1991; Scbikene
2005). (Probe questions: how do you communicate with the Chief Student Affairs
Officer, chief student affairs fundraiser, and other student affairs (fid&choenecke,
2005).
7. What, if anything, would you change about your relationship with student aiffairs
its staff members?

Student Affairs Fundraising PracticéSchoenecke, 2005).

8. Do you have specific student affairs fundraising targets, or is this kept opet?ende
9. What are some of the things that you would like to see happen in the future when it
comes to student affairs fundraising at your institution? Probe questiongrpasit,

and future fundraising targets. Have the outcomes of the student affairs $inglrai
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efforts met your expectations? Probe question: are there formal or inkiemdards of
assessment for student affairs fundraising?
10. Are there any aspects of your student affairs fundraising initiativgdabavould
identify as a best practice for others in the field? (Kroll, 1991; Schoenecke, 2005). Probe
guestion: Is there something unique about your institution that affects fundraising?
11. If you had the power to change events or conditions, what would you have done
differently when it comes to student affairs fundraising?
12. With whom should I talk to find out more about student affairs fundraising astivitie
at your institution?
13. Is there anything else that we have not covered in our discussion today, that you
would like to mention?
Conclusion

Thank you for your participation in our discussion today. | reiterate that your
confidentiality will be respected as detailed in the consent form. | havpiasteto ask of
you. First, if an issue arises during my transcription of this discussion, would you be
available for a future follow-up e-mail or phone discussion to clarify factuainmetion
raised during this discussion? As a follow-up to our discussion today, | will be in touch
with you. I will send you a transcript of our interview for your referesmog records. At
the end of the study, | will send you and your colleagues who participated in the
interviews my study’s findings. Thank you very much for your time todayst wou

well with the remainder of the semester.
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Appendix K: Interview Protocol for Student Affairs Fundraisers
Interview Protocol for Student Affairs Fundraisers
Template Source: Creswell, 2005
Project: Successful Student Affairs Fundraising Efforts at Privase&tch Universities:
How Organizational Culture Affects Collaboration Between Student Aféaids
Development Units
Time of Interview:
Date:
Place:
Interviewer:
Interviewee:
Position/Title of Interviewee:
Position/Title of Interviewee:

1. Describe the project, notify the interviewee about the (a) purpose of this @iudy;
participants and data collection sources; (c) how confidentiality of the inter®ie
will be protected; (d) the estimated length of the interview; and (e) remgitice
participant that the interview will be audio-recorded and reminding theiparttc
of the content of the signed consent form.

2. Activate the tape recorder and test it.

Introduction
My name is Andrew Sonn, and | am a doctoral candidate in The George
Washington University’s Higher Education Administration program. | have a few

introductory items to cover before we commence our discussion. | am conducting
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research for my dissertation. This interview is scheduled to last approyidfate
minutes, and it will be audio-recorded and later transcribed, as specified in teatcons
form. My dissertation topic is Successful Student Affairs Fundraising Effb®rivate
Research Universities, and | am specifically interested in stydyerole of student
affairs and development units in student affairs fundraising activitiesméhe
participants in this study will be student affairs and development unins¢afibers. The
main data sources for this study will include the analysis of institutional docsimexte
available by student affairs and development unit staff members and intenfistudent
affairs and development unit staff members.
| also wanted to say a few words about confidentiality. All of the information we
discuss today will be treated to preserve your anonymity. Your name will n@rappe
the dissertation. The audio files from this discussion will be stored in aedecation to
further protect your confidentiality. These audio files will be transcribetdywbl be
destroyed after this project has been completed. The consent form that youedeyoes
into these confidentiality issues in further detail. Please raise antyonsesr issues that
you may have at this time.
Semi-Structured Interview Questions
Introductory Information/Questian(Kroll, 1991; Schoenecke, 2005).
1. Discuss individual’s length of time at the institution; individual’s reportingdirtee
institution; individual’s roles and responsibilities; individual's perspeciores
institutional and organizational culture; individual’'s opinions on issues facingahivisi
institution (Chaffee & Tierney, 1988; Kroll, 1991; Schoenecke, 2005; Tierney, 1988).

Background Questions Regarding Student Affairs Fundraising (Schoenecke, 2005).
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2. Please describe your role in raising funds to support student affairs savingses,
and programs (Kroll, 1991; Schoenecke, 2005).
3. How has the initiative changed since you have been in your position at this in&titution
(Kroll, 1991; Schoenecke, 2005). Probe question on past and current projects.
4. How does student affairs fundraising fit into the larger strategic goatsudo
institution? Probe question: if there is a capital campaign, ask whethentshffdées
fundraising is part of that campaign.

Collaboration Between Student Affairs and Division Uffishoenecke, 2005).
5. How do you and your colleagues interact with members of the student afthirs a
development units, particularly when it comes to student affairs fundra(®ng®,
1991; Schoenecke, 2005). (Probe questions: how do you communicate with the Chief
Student Affairs Officer and Chief Development Officer, other student affaid
development staff members? (Schoenecke, 2005).
6. What, if anything, would you change about your relationship with student affairs
its staff members? What, if anything, would you change about your relationghip w
development and its staff members?

Student Affairs Fundraising PracticéSchoenecke, 2005).

7. Do you have specific student affairs fundraising targets, or is this kept open-ended?
8. What are some of the things that you would like to see happen in the future when it
comes to student affairs fundraising at your institution? Probe questiongreasit,
and future fundraising targets. Have the outcomes of the student affairs $urgdrai
efforts met your expectations? Probe question: are there formal or inKiemdards of

assessment for student affairs fundraising?
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9. Are there any aspects of your student affairs fundraising initiiateyou would
identify as a best practice for others in the field? (Kroll, 1991; Schoenecke, 2005). Probe
guestion: Is there something unique about your institution that affects fundraising?
10. If you had the power to change events or conditions, what would you have done
differently when it comes to student affairs fundraising?
11. With whom should I talk to find out more about student affairs fundraising astivitie
at your institution?
12. Is there anything else that we have not covered in our discussion today, that you
would like to mention?
Conclusion

Thank you for your participation in our discussion today. | reiterate that your
confidentiality will be respected as detailed in the consent form. | havpiasteto ask of
you. First, if an issue arises during my transcription of this discussion, would you be
available for a future follow-up e-mail or phone discussion to clarify factuainmetion
raised during this discussion? As a follow-up to our discussion today, | will be in touch
with you. I will send you a transcript of our interview for your referesmog records. At
the end of the study, | will send you and your colleagues who participated in the
interviews my study’s findings. Thank you very much for your time today.H yasi

well with the remainder of the semester.
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Appendix L: Cross-Walk Table for the Student Affairs Staff Member Int@n®rotocol
Relationship Between Interview Protocol Questions and Research Questions
The purpose of this study is to explore what strategies foster collaboration
between student affairs and development offices that have been successful, dgefine
meeting overall unit and institutional fundraising objectives, in raising funsisgport
student affairs services, activities, and facilities. This studyeaddghis purpose
through the following research questions:
1. How do student affairs and development offices define “successful” collairorati
in fundraising?
2. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?
3. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships with each other to successfully raséfund
student affairs services, activities, and facilities?
4. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?
5. How have student affairs officers with fundraising initiatives succeedeaiving
institutions include student affairs services, activities, and fasilgdmong

institutional fundraising priorities?
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Cross-Walk Table for the Student Affairs Staff Member Interview Protocol

Relationship Between Interview Protocol Questions and Research Questions

Interview 1,2|/3|4| 5| 6| 7 8 9 10 11 12 1B
Questions

Research | X [ X| X [ X [ X [ X X | X |[X | X [ X [ X [X
Question 1.

Research X X[ X | XX X | X | X X
Question 2.

Research | X | X | X X X | X | X | X X
Question 3.

Research | X | X | X X X X
Question 4.

Research | X | X| X | X | X | X X | X | X X
Question 5.
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Appendix M: Cross-Walk Table for the Development Staff Member Intervieto€ol
Relationship Between Interview Protocol Questions and Research Questions
The purpose of this study is to explore what strategies foster collaboration
between student affairs and development offices that have been successful, dgefine
meeting overall unit and institutional fundraising objectives, in raising funsisgport
student affairs services, activities, and facilities. This study ageshis purpose
through the following research questions:
1. How do student affairs and development offices define “successful” collairorati
in fundraising?
2. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?
3. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships with each other to successfully raséfund
student affairs services, activities, and facilities?
4. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?
5. How have student affairs officers with fundraising initiatives succeedeaiving
institutions include student affairs services, activities, and fasikieong

institutional fundraising priorities?
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Cross-Walk Table for the Development Staff Member Interview Protocol

Relationship Between Interview Protocol Questions and Research Questions

Interview 1,2|3|4| 5| 6| 7 8 9 10 11 12 1B
Questions

Research | X [ X| X [ X [ X [ X X | X |[X | X [ X [ X [X
Question 1.

Research X X[ X | XX X | X | X X
Question 2.

Research | X | X | X X X | X | X | X X
Question 3.

Research | X | X | X X X X
Question 4.

Research | X | X| X | X | X | X X | X | X X
Question 5.
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Appendix N: Cross-Walk Table for the Student Affairs Fundraiser Intervieto€ol
Relationship Between Interview Protocol Questions and Research Questions
The purpose of this study is to explore what strategies foster collaboration
between student affairs and development offices that have been successful, dgefine
meeting overall unit and institutional fundraising objectives, in raising funsisgport
student affairs services, activities, and facilities. This study ageshis purpose
through the following research questions:
1. How do student affairs and development offices define “successful” collairorati
in fundraising?
2. In what ways do successful student affairs practitioners and developmeetoffi
interact with each other in an effort to facilitate successful fundgaediforts?
3. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships with each other to successfully raséfund
student affairs services, activities, and facilities?
4. How have student affairs officers established initiatives to raise fungsuident
affairs services, activities, and facilities?
5. How have student affairs officers with fundraising initiatives succeedeaiving
institutions include student affairs services, activities, and fasikieong

institutional fundraising priorities?
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Cross-Walk Table for the Student Affairs Fundraiser Interview Protocol

Relationship Between Interview Protocol Questions and Research Questions

Interview | 1|2 3| 4| 5| 6| 7| 8| 9 10 11 12
Questions

Research | X [ X| X | X [ X [ X | X | X [ X [ X [ X [|X
Question 1.

Research | X | X| X | X | X | X X | X | X X
Question 2.

Research | X | X| X | X | X | X X [ X | X X
Question 3.

Research | X | X | X X X
Question 4.

Research | X [ X[ X | X | X [ X | X | X | X | X X
Question 5.
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Appendix O: Interview Consent Form
Dissertation Title: Student Affairs Fundraising at Private Rebedniversities: How
Organizational Culture Affects Collaborations Between Student Affadisevelopment
Units.
The George Washington University (GW) IRB number: 110803
Principal Investigator: Dr. William Molasso; e-mail address: bitygwu.edu
Sub-Investigator: Andrew Sonn; telephone number: 202-994-9192; cell phone: 202-438-
5340; e-mail: asonn@gwu.edu
SponsorN/A
1) Introduction
You are invited to participate in a research study under the direction of Diarwilli
Molasso of the Department of Educational Leadership, George Washington Uyiversit
(GWU). Taking part in this research is entirely voluntary.
2) Why is this study being done?
You are being asked to take part in this study because your institution raises funds to
support student affairs activities. The purpose of this study is to examine treeofate
collaboration between student affairs and development units at three researdditigsive
with successful student affairs fundraising efforts. At each institutioae tor four
individuals will participate in interviews on student affairs fundraising.
3) What is involved in this study?
If you choose to take part in this study, you will participate in a 45-minute audio
recorded, one-on-one interview with the sub-investigator during the sub-int@ssiga

Visit.
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4) What are the risks of participating in this study?

Possible risks and discomforts you could experience during this study includef. loss
confidentiality. These risks will be mitigated by our masking your ideatt the

identity of the institution during this study. The institution’s name will be nthblgemy
assigning it a pseudonym. Individuals’ names will be masked by assignemgaay
position title such as “student affairs officer 1”. There are no physi&al aissociated

with this study. There is, however, the possible risk of log®wofidentiality. Every effort
will be made to keep information confidential, however, this canngtubeanteed. Some
of the questions we will ask as part of this study may make individuals feel
uncomfortablelndividuals may refuse to answer any of the questions and you may take a
break at any time during the study. Yimay stop your participation in this study at any
time.

5) Are there benefits to taking part in this study?

You will not benefit directly from your participation in the study. The ben#ditcience
and humankind that might result from this study are a better understanding of student
affairs fundraising practices in private research universities. Tiisewof benefit to

higher education researchers and practitioners.

6) What are my options?

You do not have to participate in this study if you do not want to. Should you decide to
participate and later change your mind, you can do so at anytime.

7) Will | receive payment for being in this study?

You will not be paid for taking part in this study

8) How will my privacy be protected?
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If results of this research study are reported in journals or at conferémeggople who
participated in this study will not be named or identified. GW will not releage an
information about your research involvement without your written permission, unless
required by law. As mentioned before your identity and the identity of youltuitsti

will be masked during the entire course of the study with the assigning ofaiudies
deletion of any identifying information. Moreover, all data collected for tingyswill be
stored in a locked file cabinet and electronic documents will be stored in a password
protected computer hard drive.

9) Problems or Questions

The Office of Human Research of George Washington University, at telephobemum
(202) 994-2715, can provide further information about your rights as a research
participant. If you think you have been harmed in this study, you report this to the
Principal Investigator of this study. Further information regarding tbysnay be
obtained by contacting Dr. William Molasso, the principal investigator ofsthigy and
the dissertation advisor who may be contacted at billym@gwu.edu. For probisimg ar
evenings or weekends, you may contact Andy Sonn at 202-438-5340 (cellular phone
number) or asonn@gwu.edu.

If you agree to participate in this study, please sign below:

10) Documentation of Informed Consent

| understand the information printed on this form. | have discussed this studksts ris
and potential benefits, and my other choices with Andy Sonn. My questions so far have
been answered. My signature below indicates my willingness to participats gtudy

and my understanding that | can withdraw at any time.
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Participant’s Name (printed) and Signature Date

Name (printed) and Signature of Person Obtaining Consent Date

Principal Investigator's Signature Date

Please note: If a waiver of signed informed consent form is necessaugeegection 10
and replace it with this statement: To ensure anonymity, your signatooe iequired in
this document unless you prefer to sign it. Your willingness to participatésinesearch

study is implied if you proceed with completing the interview.
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Appendix P: IRB Form

The George Washington University (GW) Internal Review Board (IRB) nurb@803.
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Appendix Q: Budget for Project
Site Visit Travel and Accommodations:
Site A:
Travel: $400
Accommodations: $400
Meals: $200
Site B:
Travel: $200
Accommodations: $200
Meals: $100
Site C:
Travel: $200
Accommodations: $200
Meals: $100
Equipment:
Tape Recorder: $60
Audio tapes: $20
Other:
Professional editing: $800

Grand Total Budget for Project: $2,880
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Target Date

Oct 2007 — June 2008
July 2008

Sept 2008

November 2008

November 2008

Dec 2008-March 2009

Feb-April 2009

March-April 2009

Feb-June 2009

By June 1, 2009

By July 1, 2009

By July 15, 2009

September 2009

October 1, 2009

Appendix R: Timeline for the Project

Task
Draft Chapters 1, 2, and 3
Discuss draft of Chapter 3 with qualitative methods expert
Arrange introductory dissertation committee meeting
Defend proposal
Complete revisions
Turn in approved proposal to director of doctoral studies
Submit IRB documents
Contact 3 universities to arrange dates for interviews
Collect data — visit 3 universities to conduct interviews
Pre-plan Chapters 4 and 5; set up data display tables
Analyze data and write preliminary analysis memos
Send preliminary analysis memos to participants and
schedule follow-up interviews
Write Chapters 4 and 5
E-mail advisor draft of Chapter 4
Incorporate advisor’'s feedback into drafts of this chapter
E-mail advisor draft of Chapter 5
Incorporate advisor’'s feedback into drafts of this chapter
E-mail revised draft of Chapters 4 and 5 to committee
Committee meeting to discuss Chapters 4 and 5

Incorporate committee’s feedback into Chapters 4 and 5
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October 2009

November 3, 2009

December 3, 2009

December 15, 2009

Share entire document with committee and get their
feedback

Seek approval from chair and committee members to have
oral exam
Set up date for oral examination

Submit final draft of entire document to committee 30 days
before oral examination date

Oral examination date

Submit changes specified from oral exam to chair

Chair signs and submits final draft form - graduate
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Appendix S: Documents Collected

Documents Collected

Document Type

Institutional Mission Statement
Student Affairs Mission Statement
Development Mission Statement
Institutional Strategic Plan

Student Affairs Strategic Plan

Student Affairs Organizational Chart
Development Organizational Chart
Student Affairs Fundraising Case Statement
Student Affairs Fundraising Web Pages
Student Affairs Print Collateral
Development Print Collateral

Student Affairs Web Pages
Development Web Pages

CSAO Biography

CDO Biography

Student Affairs Annual Report
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A B
X X
X X
X X
X X
X X
X X
X
X X
X X
X X
X X
X X
X X
X X
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Appendix T: Journal Article Draft
Institutions’ Needs and Donors’ Dreams: A Case Study of Succeskftudent
Affairs Fundraising Collaboration Strategies at Three Private Researt Universities
Abstract
While facing difficult financial times, student affairs divisions and thezsders
are increasingly considering collaborating with development officerstaed o
institutional partners to raise funds for student services, activities, antidactbtudent
affairs leaders, however, do not have proven strategies based on empirical d&i& to ma
these decisions. At the same time, although research shows that studenadifai
development office collaboration is often a crucial factor in the success of stfideat a
fundraising, the literature is predicated primarily on practitionerébageles. This body
of literature fails to include an empirical analysis of the strateagdoyed in the
formation of successful student affairs fundraising partnerships at prigatach
universities. To address these problems of practice and research, this stoueethe
nature of collaboration between student affairs and development units with fulccess
student affairs fundraising efforts at three private research unigsrdihis study used a
gualitative multiple case study design with a social constructivist panasfighquiry to
add to the understanding of this key factor in student affairs fundraisingiastiVihe
study analyzed interviews with the three institutions’ CSAOs, studentsafifisdraiser,
and main development unit point of contact for student affairs fundraising, observations
at all three institutions, and documents relating to student affairs fumdyraiesults of
within and cross case analyses indicated that the collaborative relationshippdd s

student affairs fundraising at all three institutions transcended thensaftiers and
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development unit partnerships. In addition, veteran student affairs leadership arld capita
projects were key factors in introducing, expanding, and sustaining studerst affair
fundraising efforts. Also important in factors in successful student affisdsaising
and student affairs and development collaboration are the institutional organizational
cultures as well as the student affairs and development subcultures. imteggs fhave
implications for practice and theory and suggest areas for future research.

Context of the Study

It is apparent that the 2008-2009 economic crisis has adversely affected higher
education institutional endowments, hiring practices, and budgets (Blumenstyk, 2009;
Selingo, 2009). In light of this, higher education researchers and practitioners have
agreed on the pivotal role that fundraising plays in institutional success, and even
survival, in recent years. The decline in state and federal educational fundiggttar
last three decades (Breneman & Finney, 1997; Callan & Finney, 1997; Thelin, 2004)
along with increases in institutional expenses (Clotfelter, 1996) and tuitien rate
(Ehrenberg, 2000; Johnstone, 2005) have had a negative effect on public and private
higher education institutions and their students (Altbach, Berdahl, & Gumport, 2005;
Callan & Finney; Zusman, 2005).

To counteract these deleterious financial trends, most higher education orsdituti
have turned to raising voluntary donations as a source of revenue to fund operations,
sponsor scholarships, finance faculty chairs and professorships, stabilireingteases,
and build endowments (Breneman & Finney, 1997; Johnstone, 2005). The growth in
higher education fundraising in recent decades has been dramatic. In 1983-1984, United

States colleges and universities raised $5.6 billion in voluntary support (Dunn, 1986). By
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comparison, in 2008, United States colleges and universities set a fundraisidgosecor
raising $31.6 billion in voluntary support (Council for Aid to Education, 2009b).

The higher education financial environment in recent decades has also negatively
affected student affairs divisions (Sandeen & Barr, 2006; Schuh, 2003a). Research has
shown how this fiscal climate, particularly budget cuts, has forced some stddent af
divisions to scale back key student services (Floerchinger & Young, 1992; Rames, 2000;
Schuh). Some student affairs divisions have dealt with these fiscal problems by
downsizing, outsourcing, merging offices and programs, and increasing stciiietiesa
fees (Jackson, 2000; Sandeen & Barr; Schuh; Schuh, 1990). As an alternative to these
actions, administrators have looked for new revenue sources to support operations
(Jackson; Sandeen & Barr; Schuh).

Fundraising has produced a new revenue source for a growing number of student
affairs divisions. Some Chief Student Affairs Officers (CSAQOSs) hagd to counteract
these negative financial trends by seeking voluntary support through fundraising
activities (Bresciani, Moneta, Jackson, & Snyder, 2008; Jackson, 2000; Rovig, 2009;
Sandeen & Barr, 2006; Schuh, 2003b). Since the early 1980s, like other higher education
divisions, student affairs units have been raising funds to support operations and finance
new initiatives, programs, and facilities (Garland, 1985; Jackson; Penney & Rose, 2001
Rovig; Terrell & Gold, 1993). Effective student affairs fundraising effoage built
student unions, residence halls, and intercultural centers and sponsored career
development, alcohol and other drug education, and diversity programs to benefit
students (Jackson; Terrell & Gold). Some student affairs units have hireidhiill-t

student affairs development officers and dedicated resources to raise fygetakis &
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Dalton, 1993; Gold, Golden, & Quatroche, 1993; Gordon, Strode, & Brady, 1993;
Jackson, 2000; Penney & Rose, 2001; Rovig; Shay, 1984; 1993; Terrell & Gold, 1993;
Terrell, Gold, & Renick, 1993). Donors for student affairs projects have typicall
included alumni involved in student activities and leadership positions as undergraduates,
parents of current and former students, corporations, and members of the board of
trustees serving on student life committees (Jackson; Terrell & Goldefoher
fundraising has become a proven method of bolstering student affairs budgets during
difficult economic times.

Many researchers and practitioners have identified student affdirs a
development office collaboration as a key factor in successful student affadraising
efforts (Fygetakis & Dalton, 1993; Gold, et al., 1993; Gordon, et al., 1993; Jackson,
2000; Penney & Rose, 2001; Schuh, 2003b; Shay, 1984; 1993; Terrell & Gold, 1993;
Terrell, et al., 1993). Practitioners have defined fundraising successaagittitees that
meet their articulated student affairs divisional financial and institutexhzancement
goals (Jackson, 2000; Schuh, 2003b; Terrell & Gold; Terrell, et al.). This liegratur
however, has not based the strategies for forming these partnerships onaémpiric
research. Facing difficult financial times, student affairs divisionslaeidleaders are
increasingly considering collaborating with development officers te farsds for
student services, activities, and facilities, but do not have proven strategié®base
empirical evidence to accomplish these goals.

There have been many calls for student affairs and development office
collaboration, yet there is very little empirical research on the best appto create

and sustain these partnerships (Jackson, 2000; Penney & Rose, 2001; Schuh, 2003b;
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Terrell & Gold, 1993). For the purposes of this article, collaboration is defined as
“working toward a common goal or mission, equal voice of involved parties, joint
planning, and active communication that results in creation of collaborative \&nture
(Kezar, 2003, p. 10).

Significance of the Study

This study addresses the gap in the literature about proven stratedines for
formation of student affairs and development office partnerships at privatectesea
universities. Previously, student affairs fundraising at private reseaiversities has
been addressed by two empirical studies. The first study, published in agmetit
based journal in 1993, has significant limitations since it is dated and focused only on
CSAOs’ fundraising activities without addressing student affairs divisietetionships
with development units (Terrell, et al., 1993). The second study was a dissertation on
student affairs fundraising activities at private and public universiti&exas (Hillman,
2004). Due to a regional focus and the fact that the dissertation did not compare public
and private university fundraising activities, Hillman’s study also Imaisaiions. This
article offers an investigation of the partnerships between student afidirs
development offices at private research universities to close thauitergap.

This study provides data that will be helpful to the further understanding of
successful strategies for higher education fundraising on the institutivekl3¢udent
affairs fundraising efforts are not just assisting student affairsiding, but are
augmenting the institution’s student and academic support efforts. This study wil
encourage both student affairs and development officers to recognize the impoftance

collaboration to achieve common goals. The results will assist studdard affecers in
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recognizing the benefits of establishing fundraising efforts. By dting to the
knowledge of student affairs fundraising, this study may also compel ressaxcher
embark on further investigations of the topic to continue to address the many deps in t
literature.
Purpose of the Study

The purpose of this study is to examine the nature of the collaboration between
student affairs and development units at private research universities veitissut
student affairs fundraising efforts using a qualitative multiple dasky slesign with a
social constructivist paradigm of inquiry. This study explores what stratéggter
collaboration between student affairs and development offices that have beasfsiicce
as defined by meeting overall unit and institutional fundraising objectives, imgyais
funds to support student affairs services, activities, and facilities. Thisaiddysses
this purpose through the following research questions:

1. How do student affairs and development offices define “successful” collairorati
in fundraising?
2. What strategies have student affairs practitioners and developmentsofisest
to create and sustain partnerships with each other to successfully raséfund
student affairs services, activities, and facilities?
Theoretical Framework

The theoretical framework of this dissertation centers on organizationadecult
The most frequently adopted and cited model for applying organizational cultural
concepts to higher education is Tierney’s (1988; 2008) “Framework of Organizational

Culture.”(p. 8). The model is based on case studies of four public and three private higher
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education institutions and includes six parts: environment, mission, socialization,
information, strategy, and leadership. As Tierney’'s model asserts, environvanes
the way the organization defines and perceives the external factors that mtlvency
the institution functions. Mission includes the organization’s overall goalsjaies,
and the amount of internal consensus. Socialization involves ways individuals are
oriented to the organization and what is needed to do well in the organization.
Information comprises the content of communications, how it is distributed, and who has
control over it. Strategy entails how decisions are reached, who makes decrsions, a
how planning takes place. Leadership involves organizational expectations fos,leader
the identity of leaders, and whether there are formal and informal leatersvidiely
accepted and applied six- part model, later revised in Chaffee and Tierney, (1988)
provided the theoretical framework for this study.
Methodology
Site and Sample Selection

This study, using purposeful and extreme case sampling strategies dsttleste
private research universities with successful student affairs fundy@&forts that have
at least one full time professional staff member dedicated to raising fungsptors
student affairs initiatives (Creswell, 2005; Maxwell, 2005; Merriam, 1988; 1997; Yin,
1994; 2003). The Carnegie Foundation for the Advancement of Teaching (2008)
classified each institution a private research university with “vegly lesearch activity”.
As a means of identifying participants, extreme case sampling tech(Cressvell,
Merriam; Yin) were applied to select three successful student dfiaisaising

programs. In this case, success in fundraising is measured in dollars and easltass
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by the fundraising initiatives’ abilities to meet institutional and divididuradraising
objectives. The student affairs fundraising programs in question raised mamey
voluntary donations over the last five years. Second, the staff member critason w
applied because having a dedicated fundraising officer meant the presenaenoémtsc
that can be collected and interviews that can be staged to explore this stisegrch
guestion. To respect the confidentiality of participating institutions and indigidhe
names of participating institutions and individuals were masked.

All three private research universities, Western University, Southexetsity,
and Eastern University, were chosen to participate because they anéionstitmembers
of at least one of two of the student affairs associations, American CourschRel
Administration (ACPA, 2009) and National Association of Student Personnel
Administrators (NASPA, 2009), and the development association Council for the
Advancement and Support of Education (CASE, 2009). All three institutions have all
had successful student affairs fundraising records over the last fiveageaminimum,
and have at least one full time professional staff member dedicated tg farsils to
support student affairs activities, programs, and facilities.

As indicated in Table 1, the sampling goal was to examine sites that rephesent
institutional diversity among private research universities. The thredegrasearch
universities represent institutions in different regions of the country witriiéf
locations, endowments, enrollments, and campus acreage. Each of the universities,
however, did have in common endowments over $3.5 billion as of June 2008, complex
organizational structures with over nine schools, and operating budgets over $2 billion in

annual expenditures.
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Table 1

Comparative Demographic and Background Information

Category Western Southern Eastern
University  University  University
Location West Coast  Southeast Northeast
City Population 3.6 million 250,000 20,000
Campus Acreage 300 1,400 745
Founding Decade 1880s 1920s 1860s
Total Enrollment 33,500 13,457 20,833
Undergraduate Enrollment 16,500 6,340 13,510
Graduate Enrollment 17,000 7,117 7,323
Endowment (June 2008) $3.65 billion $6.1 billion  $5.3 billion
Number of Schools 19 9 11
Student Affairs Departments 30 22 30
Student Affairs Staff Members 300 400 400
Student Organizations 600 370 800
CSAO Reporting Structure To Provost  To Provost  To President
Student Affairs Fundraiser’s To CSAO To CSAO To CDO

Reporting Structure

Site Visit Dates

3/15-3/16/09 3/22-3/23/09 4/12-4/13/09
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Data Collection

Following a qualitative research design, data were gathered from putblic an
private documents and qualitative, observations, and semi-structured inte Bétwsen
January 2, 2009 and May 1, 2009, | collected and analyzed documents relating to student
affairs fundraising and the student affairs and development units and overall
organizational culture at each of the institutions. Examples of documents @fl speci
importance to this study include those relating to student affairs fundraising aad hum
resources, fundraising case statements, web-based documents, and pteasiggiod
mission statements. | visited the three participating private réseangersities, Western,
Southern, and Eastern universities respectively, for two days each on March 15-16, 2009,
March 22-23, 2009, and April 12-13, 2009. Observations were conducted at all three
institutions, including tours of campus conducted by admissions staff members,
environmental scans relating to fundraising and student affairs faaraactivities,
and visits to each of the institution’s student affairs and development officeschAdfea
the three private research institutions participating as this studygjdesasemi-
structured, qualitative interviews were conducted with Chief Student afidircers
(CSAOSs) and other student affairs staff members, Chief Development ©fi€BOs)
and other development staff members, and the staff members directly rekptosi
student affairs fundraising. These individuals were selected becabs# afitect
participation in the student affairs fundraising process. The interviewcpistior this
study were based on standard qualitative research guidelines (CreswelD2025y &
Lincoln, 2003; Patton, 1999), the theoretical framework of this study (Chaffee & ¥jerne

1988; Tierney, 1988), and five existing instruments in student affairs fundraising
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literature (Fygetakis, 1992; Hendrix-Kral, 1995; Hillman, 2002; Murphy, 2007;
Schoenecke, 2005). These procedures included separate protocols for (a) student affai
officers and staff members (b) development officers and staff membédr&;)astaff
members responsible for student affairs fundraising.
Data Analysis

This study’s data analysis guidelines were based on the common datasanalysi
standards established by qualitative and case study researchers &atkayson,
1996; Creswell, 2005; Glaser & Strauss, 1967; Merriam, 1988; Miles & Huberman, 1994;
Strauss & Corbin, 1998; Yin, 1994). This study’s data were hand-analyzed. | followed
the commonly accepted practice in qualitative research that dataisusalysld occur at
the same time as the data collection process (Coffey & Atkinson; Crebeslvell,
2005; Mertens, 1998). This study pursued within-case analysis as the iapial siata
analysis before turning to the cross-case analysis (Miles & Hubernanam). The
basic procedures for coding involved the following stages for each document and
interview transcript collected during this study: (a) understanding theddktee whole;
(b) dividing data into codes; (c) examining codes for overlapping themes; and (d)
collapsing the codes into global themes (Creswell; Merriam; MilesiBgrman; Yin).

After the within-case analyses were completed, the next step ofutlisfeatured
cross-case data analysis (Creswell, 2005; Merriam, 1998; 1997; Miles & Harherm
1994; Ragin, 1987; Yin, 1994). During the first stage of cross-case analysis, Efllow
Ragin’s comparative method, which involves looking for similarities and disparities
among the cases. Outcomes and causes across the three sites exammetudytivll

be compared and contrasted. After these cross-case analyses were cohipletedd
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Yin's (1994) procedures by (a) drawing cross-case conclusions; (b) modifigorgy tif
necessary; (c) forming policy implications; and (d) writing the coas® report. This
study’s overall goal for data analysis was to approach what Coffey anbséitk{(1996,
p. 16) have called the qualitative standard of “thick analysis,” which derives from
Geertz’s (1973) “thick description” qualitative research ideal.
Findings and Discussion

This study examined student affairs and development collaboration by viewing
these and other key fundraising partnerships through the perspectives of the CSAOs,
student affairs fundraisers, and development officers. The section discusses what
constitutes successful student affairs fundraising collaboration from the ggerspef
study participants as well as strategies to foster these collaleorattionships.

Definitions of Successful Collaboration

The first, and overall, research question was intended to address the overarching
theme of student affairs and development collaboration in student affairs fumgtraise
guestion was the following: how do student affairs and development offices define
“successful” collaboration in fundraising? This question was designed to gatthents
affairs and development officers’ perceptions and definitions of the coltakeora
relationships at their institutions. The three case study reports and csesanadysis
report examined the views of student affairs and development officers on whautesstit
successful partnerships for the purposes of student affairs fundraising.

The overall themes regarding the definitions of successful collaboration included:
these productive partnerships transcend the student affairs and developmenshatat

support overall institutional mission and bolster institutional fundraising goelktafi
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outreach to parents, alumni, and other donors, and benefit both the student affairs and
development units.

First, in all three instances, the definitions of successful collaboration gadeyo
the student affairs and development units to include other institutional partners. The
particular partners, however, vary across the three institutions. In addition to the
development division, Western University’'s CSAO and student affairs fundraiser
(personal communication, March 16, 2009) emphasize the agency of the provost, deans,
students, parents, and student affairs departmental directors in the fundraisess pBy
contrast, Southern University’s collaborators (personal communication, March 23, 2009)
include few, if any, individuals from academic affairs. Instead, the CSk@g avith the
president, development officers, parents, students, and student affairsestdi@rrs form
the main fundraising partners. Likewise, Eastern University's partnelude few
academic affairs representatives, but the president, donors, parents, Staoterstaff
members, and development staff members number among the collaborators (Eastern
University CSAQO, personal communication, April 13, 2009). Although the specific
groups of partners vary across the three institutions, the collaboratoretrcise
student affairs and development units.

Second, all three institutions define successful student affairs fundraidieggs
supportive of institutional mission and fundraising objectives as well as studerg affa
unit mission and fundraising objectives. In addition, the CSAOs, student affairs
fundraisers, and development officers participating in this study all enzehthat
student affairs fundraising should support not just unit mission and goals but also

institutional mission and goals. As such, the three CSAOs view their studerd aff
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fundraising role, first and foremost, as a way to fulfill institutional rorssind goals.
Western University’'s CSAO (personal communication, March 16, 2009) remarks about
this role that “I am the conduct for the division as well as the institution”. Irh8out
University’s CSAQO’s words (personal communication, March 23, 2009), this role
involves service as “an institutional ambassador”. Eastern UniversiBAd personal
communication, April 13, 2009) also points out that, during fundraising solicitations,
institutional needs go before divisional fundraising needs.

Third, the study participants’ definitions of successful collaboration identify
student affairs fundraising, through student activities and involvement, as etiveffe
way to identify, cultivate, and solicit donors. In particular, all three ingtrigthave at
least one representative who identifies an instance in which student faff@raising
has led to new donations or increases among existing donors. Western Unsversity’
CSAO, student affairs fundraiser, and development officer (personal comtramica
March 16, 2009) all recognize that student affairs projects, in addressindecfttie
classroom activities, has great resonance for many donors who had been activain stude
activities, student organizations, and athletic teams. Southern Universigénsaffairs
fundraiser and development officer (personal communication, March 23, 2009) both
mention student affairs as a fruitful way to identify and solicit potential doAbrs
Southern University, the student affairs division tracks student activities and
involvements to support alumni engagement efforts (Southern University CSAO,
personal communication, March 23, 2009). Eastern University’s participants (personal
communication, April 13, 2009) also refer to student affairs fundraising as anveffect

way of starting conversations with donors and an important part of the collegeergper
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to many donors. This finding corresponds with the content of student affairs fundraising
literature enumerating the rationale for these initiatives (Fyge&Kalton, 1993;
Jackson, 2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell, et al., 1993).
The final part of the definition is the realization on the part of student affairs a
development officers of the ways student affairs fundraising collaboras@isasoth
student affairs and development units. For student affairs units, student affairs
fundraising initiatives financially support divisional services, actisjtand facilities. The
Western University center, a $100 million project is supported by student affairs
fundraising (Western University CSAO, personal communication, March 16, 2009).
Southern University’s concourse project, a $10 million initiative, is supported bynstude
affairs fundraising (Southern University CSAO, personal communicatiorgHvea,
2009). Eastern University’s residential community, a $200 million projeatpiscsted
by student affairs fundraising (Eastern University, personal communicAtoih,13,
2009). In another sense, the initiatives also help the student affairs units, in all three
cases, be viewed by the institution more like a school than an auxiliary enterpisse. T
by itself, helps student affairs divisions raise their profile by beitegliamong the
institutional fundraising priorities. For development units, student affairs fsmiyaalso
produce numerous benefits. At Western University, student affairs officéisufzaty
the career center, partner with alumni affairs to present programs arnyk @ugeent
students and alumni. In addition, student affairs, by tracking student involvenssts as
alumni engagement efforts. At Southern University, the CSAO is one of the more
effective closers in fundraising solicitations (Southern University develojpoficer,

personal communication, April 1, 2009). At the same time, the student affairs division
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helps development by being the student organization “gatekeeper” for solicitation
requests (Southern University CSAO, personal communication, March 23, 2009). At
Eastern University, student affairs staff members help development by sagporti
homecoming weekend, identifying donors, and conducting tours of facilities for donors
(Eastern University student affairs fundraiser, personal communicatioih 38p2009).
This finding corresponds with and adds to the content of student affairs fundraising
literature enumerating the rationale for these initiatives (Fyge&kalton, 1993;
Jackson, 2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell, et al., 1993).

In summary, the findings from the first research question are valuable to
researchers and practitioners. The findings suggest that the definitionsesfsfulcc
student affairs fundraising collaboration transcend the relationshipsdresitedent
affairs and development divisions. The findings also form the rationale fotisistag a
student affairs fundraising initiatives for supporting institutional, studéaitss and
development goals.

Strategies for Student Affairs and Development Collaboration

The second research question was the following: What strategies foster
collaboration between student affairs and development offices that have besss&icc
defined by those initiatives have met or exceeded institutional and unit fungrgosls,
in raising funds to support student affairs services, activities, and faGilite
overarching strategies are the following: CSAOs understanding irstattulture, or
the “rules of the game”, collaborative relationships tied to organizationatewahd
student affairs and development subcultures, importance of executive approval and

support of student affairs fundraising initiative in forming collaborativeiogighip,
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capital projects as a galvanizing force for collaboration, and the studains &fihdraiser
having a critical role in the collaborative relationship.

First and foremost, individuals | interviewed at all three institutions engghas
that understanding the institutional culture, or, in one individual’'s words, the “rules of th
game”, is a chief factor in successfully placing student affairs pr@eutsg
institutional fundraising priorities. The three CSAOQOs, as veteran leaderd| had a
accumulated the ability to understand the actions it took to navigate the hierarzhies
politics of their institutions to place student affairs projects among tapitgpaign and
annual fund priorities. Western University’'s CSAO (personal communicatiomhM#®,
2009) formed alliances with the provost and deans to insert student affairs projects
among institutional priorities. Southern University’s CSAO (personal commigncat
March 23, 2009) carefully planned the student affairs fundraising projectsray thi
themes of institutional strategic plan and fundraising priorities. Eastauetdity’s
CSAO (personal communication, April 13, 2009) has scaled back student affairs
fundraising projects in light of the recent economic downturn and institutional focus on
raising money in support of student financial aid scholarships. This finding confirms
Schoenecke’s (2005) study’s argument that organizational culture is d partiaf
student affairs and development collaboration. At the same time, this finding grovide
insight that transcends the previous studies that used business models focused on
leadership (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy, 2007).

As indicated by the content of the three case studies and cross-case tteports,
collaborative relationships are inextricably tied to organizational cultulstadent

affairs and development subcultures. These three factors, the overarching aodl the
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two subcultures, affect the student affairs fundraising relationships ammiemnsaffairs
and development staff members. At Western University, the decentralizedzatgaral
culture, coupled with the well-connected, veteran CSAO and relatively new Gidérse
produce a very autonomous student affairs fundraising initiative and an informal
collaborative relationship between student affairs and development. At Southern
University, the organizational culture placing student affairs in a segormla, coupled
with the highly structured development unit, produce a very structured, formalized
collaboration between student affairs and development. At Eastern Univédisity, t
organizational culture supporting student affairs projects, particulartiergsl
initiatives, combined with a veteran student affairs leader and student affalraiser
reporting to development, produce a structured, formalized collaborative rdigiions
marked by some conflict. Thus, the collaborative relationships between stddeat af
and development at all three institutions are shaped by the organizational @udtuveo
units’ subcultures. This reinforces Schoenecke’s (2005) study that, in applying an
organizational culture framework, also emphasized the significance of camjuue cul
and student affairs and development subcultures in student affairs fundraisimg. At t
same time, this study, along with Schoenecke, takes a distinct approachdrother
studies that view student affairs and development relationships from thdoretica
frameworks based on business or leadership models (Fygetakis, 1993; Hendrix-Kral,
1993; Kroll, 1991).

This study also produced findings corroborating the importance of executive
approval in establishing student affairs and development collaboration. All three

institutions’ student affairs fundraising initiatives were establislyeithéd CSAO
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confirming presidential approval. This relates to Schoenecke’s (2005) fitndinthe

three student affairs fundraising initiatives in his study were also itetidpy the

CSAOs. As a result of the presidential approval, the development units, in alldbese ¢
earmarked resources, in the form of fundraisers or unit officers, to support stiigiesnt af
fundraising. This finding also corresponds with the student affairs litertitat advises
CSAOs to gain executive approval for fundraising instead of launching suchvegia
independently (Jackson, 2000; Schuh, 2003b; Shay, 1984; Terrell & Gold, 1993; Terrell,
et al., 1993).

The collaborative relationships, in this study, were also galvanized by the three
capital projects. All three institutions’ capital projects mobilized studétsaaand
development staff members as well as a wide range of partners. Wesiezrslty’'s
capital project team included representatives among student affairgueeet,
academic affairs, students, facilities management, and dining (Wekteersity CSAO,
personal communication, March 16, 2009). Southern University’s capital project
involved student affairs, development, and the president (Southern University CSAO,
personal communication, March 23, 2009). Eastern University’s capital project tea
included the president, CSAO, student affairs staff members, academ affair
representatives, and students (Eastern University CSAO, personal cotmoaniipril
13, 2009). This finding reinforces Hendrix-Kral's (1996) conclusion that capital projects
often were factors in bringing about successful student affairs and devatopme
collaboration and effective student affairs fundraising efforts.

The final strategy in creating successful student affairs and development

collaboration involves the central role of the student affairs fundraisers. Althbeg
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position descriptions of the three student affairs fundraisers varies dwasstitutions,
the fundraisers play vital roles in the creation and sustenance of studestaafthir
development partnerships. As indicated by the cross-case analysis, alltatidre s
affairs fundraisers have extensive development experience, and bridgedte sffairs
and development cultures. This finding suggests that student affairs fundrassiagche
should not limit investigations to the CSAO and CDO collaborative relationship as
emphasized in many of the previous studies (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll,
1991; Murphy, 2007). Instead, the student affairs fundraiser plays a very sigmdieant
in the collaboration process by serving as a key liaison between studestaithir
development. Thus, these findings suggest the importance of institutional culture,
executive approval, capital projects, and the student affairs fundraising tingead
sustaining successful collaborative relationships for the purposes of studesat affa
fundraising.
Implications for Research and Practice

This study contributes to researchers’ and practitioners’ understanditgleht
affairs fundraising in two major ways: (a) for researchers, cangeanhd updating
practical and theoretical assumptions on forming and sustaining studerst aficir
development collaborative relationships to raise funds for student affairsiesti¢h) for
practitioners, providing guidance on successful collaboration strategieadensaffairs
and development units.

For researchers, this study corrects, affirms, or updates severafasptons
about student affairs fundraising and student affairs and development collaboration.

These three assumptions include the following: (a) student affairs and deveiopme
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officers are the primary partners in the student affairs fundraisingsp(b) student
affairs and development relationships exhibiting the most cooperation were the mos
successful collaborations; and (c) student affairs projects typically irdvalmeedian
$100,000 fundraising goal.

First, this study suggests that the student affairs and development reigsane
neither the most significant student affairs fundraising relationships nor the onl
important partnerships involved in the process. At all three institutions, the two vital
student affairs fundraising agents were the CSAO and the student affairsi$er. In
addition, at all three institutions, the collaborative relationships crucial tessfot
student affairs fundraising transcended the student affairs and developnestspé to
include such institutional agents as presidents, board members, student affawssdire
deans, students, alumni, parents, and other donors. Previously, the majority of the studies
isolated the student affairs and development officer relationship and excluded hieese ot
key fundraising partners (Fygetakis, 1993; Hendrix-Kral, 1996; Kroll, 1991; Murphy,
2007). This study suggests that student affairs fundraising theory should include other
institutional partners as key agents in the fundraising process and thaatioasaip
between the CSAO and student affairs fundraiser was among the moat critic
relationships in the process.

At the same time, this study also challenges the notion that the studestafthir
development officers exhibiting the most cooperation have been the most successful
fundraisers. Previous studies have linked the levels of cooperation between stadsnt aff
and development officers with the amount of money raised by the student affairs

fundraising initiative (Fygetakis, 1993; Hendrix-Kral, 1996). This study, whicmaed
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three successful student affairs fundraising initiatives, as indicatdae ltigtal dollars
raised and the achievement of articulated student affairs fundraisingj\@gesuggests
that the CSAO and CDO often had little, if any, collaboration during the fundraising
process. More important relationships were evident between the CSAO and thé stude
affairs fundraiser as well as between the student affairs fundratedeaalopment and
student affairs staff members.

Last, this study updates the assumption that student affairs fundraisinggroje
have been relatively low cost projects. A previous study on student affairs fumglraisi
published in the 1990s have established $100,000 as the median cost for a student affairs
fundraising project with $5 million being the most expensive project encountered
(Fygetakis, 1993). The three institutions participating in this study proposed and
successfully implemented capital projects that cost $100 million, $10 million, and $200
million respectively. These totals far eclipsed the totals in Fygetdldy,sand show the
increased scope of student affairs fundraising projects in recent yeamsnmary, this
study has several implications for student affairs fundraising theorgrbscting,
updating, and reaffirming previous assumptions about student affairs fundraising.

For practitioners, higher education institutions with student affairs funalgaisi
initiatives can benefit from this study’s findings. With a growing numbeatudent
affairs units raising funds, student affairs practitioners should recotpazility of
learning more about and gaining experience in higher education fundraisingutlyis st
puts forth tangible examples of the ways that student affairs fundraisingpgEsted
institutional and student affairs unit goals of the three institutions thadies. To fulfill

these goals, collaboration among student affairs staff members, developifient sta
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members, and institutional partners should occur at all levels. Student affatisgmers
should learn more about development units’ missions, cultures, and terminologies. At the
same time, development officers should be more aware of student affaire et
terminology. In summary, this section has discussed the implications of thi study
findings for research and practice relating to student affairs fumdyaad student
affairs and development collaboration. In terms of theory, this study’s findinigsie
and update past studies on the topic. In terms of practice, this study’s findingh furni
student affairs practitioners and development officers with practical atesdgroducing
and sustaining successful student affairs fundraising programs and studenhtatfa
development collaborative relationships.
Recommendations for Further Research

This study’s findings produce recommendations for further research ¢hait ar
significance to researchers and practitioners alike. These recomimmaadambine a
variety of methodologies, populations, and research questions to call for continued
exploration of this understudied phenomenon in higher education administration.

Overall, student affairs fundraising, as a research topic, requires addstiotal
With the last comprehensive survey of student affairs fundraising having oceurred i
1993 (Terrell, et al.), a new study should be conducted of student affairs officers to
guantify the percentages of student affairs officers raising funds, studers diffesions
with dedicated fundraising officers, student affairs projects supportedtsaiging,
dollars raised on an annual basis, and other statistics. This information would provide
practitioners and researchers with valuable data on current efforts aonhtseop

comparison with the 1993 survey data.
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The understanding of student affairs fundraising could also be enhanced by
guantitative and qualitative studies that delineate the nature of practicesitoyional
type. Previously, few of the studies on student affairs fundraising have addressed t
nature of student affairs fundraising practices at community collegeateand public
colleges, private and public universities, and other institutional types. Qtiaatgtudies
producing data from higher education institutions nationwide would also provide insight
into the nuances of practices among institutional types and also be points of sompari
with the 1993 survey data.

Based on this study showing the student affairs fundraising partnerships that
transcend the student affairs and development relationship, future reseshcidgdsalso
consider studying how presidents, board members, academic affairs,|lstuizats,
donors, and other constituents contribute to student affairs fundraising. This togic coul
be addressed by taking a case study approach or mixed method survey to collect
additional data on the phenomenon from these different, yet important, perspectives.

In summary, with few empirical studies on student affairs fundraisingvat@r
research universities having been produced prior to this one, this study hasegenerat
several recommendations for further research on the topic that are of itderest
researchers and practitioners. As one participant put it (Western Unyiv@sshO,
personal communication, March 16, 2009), successful student affairs and development
collaboration in student affairs fundraising is manifesting when “ingiiatineeds and
donors dreams are linked perfectly”. This study was undertaken in the hope that student
affairs, development, and other institutional partners will corroborate nfectietly in

the future to benefit higher education institutions and their students.
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