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Overview

• Setting Your Team Up for Success

– The Talent War

– Leadership and Management

– Evaluating the Team

– Keeping and Finding Good Talent

– A New Approach at The University of Texas System
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The Talent War

• Philanthropy will continue to play an ever 
increasing role in the future of our institutions

– As a result

• Expectations are high and in some cases unrealistic

• Development offices are growing and the demand for 
frontline officers is high

• More data driven decisions require more analysts

• Performance measurements and accountability are 
everywhere

• Salaries are escalating
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The Talent War
• Over 1 million non profits in America
• Turnover among frontline fundraisers (1 out of 4)

– 16 month tenure 
– Direct and indirect costs for replacement $127,650
– Within 6 months new fundraisers are being recruited  

(Penelope Burk, Cygnus Research)

• In higher education 
– Average tenure 3.5 years 
– Gift officer productivity improves after 2-3 years 

• Approximately 50% of CDOs plan to quit in the next 24 months; 
In that same time frame 48% of communication directors plan to leave

(Chronicle of Philanthropy)

• Survey says
– #1 reason people leave – bad boss or immediate supervisor (Gallup) 

– In development the #1 reason people leave is more money (Cygnus Research)
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Leadership and Management 

• Leadership is a big deal

– Manage managers

– Develop culture

– Lead by example
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Leadership and Management 
• When I talk to managers I get the feeling that 

they are important.  When I talk to leaders I 
get the feeling that I am important.

Observe Down

Manage Up

Learn Across Learn Across

6



Leadership and Management –
Setting Expectations

• Setting Expectations

– First impressions matter

– Finding safety to fail

– Assumptions influence performance

• Bosses’ perceptions of their subordinates just five 
days into working together predict the quality of the 
working relationship six weeks later
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Leadership and Management-
Expectations
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Leadership and Management

Expectations: The Bell Curve
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Reality

Leadership and Management
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Leadership and Management –
Weak Boss and Weak Performer
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Leadership and Management –
Good and Bad Bosses
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Leadership and Management-
Management Style

Advocating 
for Self 

and 
Program

Balanced 
Approach

Passive

Accommo
-dating 

Needs of 
Others
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Leadership and Management –
Your Management Style

Analytical Conceptual

Directive Behavioral

Evidence-based decision making. 
Defined by an overriding desire to 
see best practices, conduct research 
ahead of time, and forecast results 
before making a final decision. 

Vision-based decision making. 
Defined by setting a common 
vision and outcome. Based on 
ideas, creativity, and institutional 
specificity. 

Hierarchical decision making. 
Leaders choose a focus and direction 
and often adjust along the way. 
There is the expectation that others 
will follow and align themselves 
accordingly. 

Consensus-based decision making. 
Defined by a strong desire for all 
parties to feel confident in and 
positive about decisions that occur. 
Decisions often require input from 
multiple people. 
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Leadership and Management –
Your Management Style
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Leadership and Management –
Your Management Style

• What do I need from my team?

• What does my team need from me?

• What does my institutional leadership need 
from me?
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Leadership and Management –
Management Challenges

• Fundraisers require a certain level of 
autonomy

• Rely on their instincts

• Often out alone

• Have to navigate complex internal and external 
relationships

• The “out” group
• Who is your “out” group

• What would it feel like to be in the “out” group
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Leadership and Management –
New Fundraising Managers

Instructional and 
Cultural Fit

Frontline 
Experience and 

Knowledge
Management 

Skill Sets
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Leadership and Management –
New Managers
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Leadership and Management –
New Managers

– 60% of new managers fail within first 24 months

– 47% of new supervisors received no training

– Companies don’t have managers to replace 
departing executives

– 60% of organizations are facing a shortage of 
available leadership skills
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Leadership and Management –
New Managers

• New Managers - Why Do They Fail?

– Don’t know how to:

• Coach underperformers

• Terminate an employee

• Manage friends and former peers

• Trust others to perform tasks

• Resolve team member conflicts
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Leadership and Management –
New Managers
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Leadership and Management-
Develop Culture

• Four I’s of Culture

– Identity What we are

– Individuals Who we are

– Institutions Where we can go

– Interactions How we work
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Leadership and Management –
Develop Culture

• Assumptions and beliefs shaped by culture

– Selective Interpretation

– Belief Bias

– Internalization

– Pattern Prediction
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Leadership and Management –
Develop Culture

Building 
Trust

Shared credit and 
rewarding 

collaboration

Expectations for 
transparency 

across the team 

Partnership 
between junior 
and senior staff 

members

Review of 
mistakes and 
missteps for 

better strategy

Eroding 
Trust

Penalization of 
individuals after 
first-time errors 

and mistakes

Participation in or 
acceptance of 

gossip or 
exclusion

Unhealthy 
relationships with 

other teams

Secrecy 
surrounding 
reporting up
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Leadership and Management –
Develop Culture
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Leadership and Management –
Develop Culture

High Ownership
Fully engaged and 

included in the 
process

Low Ownership
Change is unexpected 
and/or directed from 

above

Perception of Change Attitude/Response Performance/Outcome
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• What are your three best ideas for improving 
team and program in 2016?
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Leadership and Management –
Develop Culture

• Finding and fostering success

– Your success stories –

• Whose team is thriving and why? 

• Who do team members turn to with questions? 

• Who’s doing their job in a different way? Who has ideas 
for success?
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Leadership and Management –
Self Awareness
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Leadership and Management –
Delegation

• Benefits and risks

• How does that work?
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Leadership and Management –
Leading by Example

• Model the behavior you want to see

• Connect with others by showing the big 
picture

• Invite people to see things from your 
perspective
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How are you helping your managers and 
supervisors be successful?

• Are they trained and is the training ongoing?

• Do they know themselves and their style?

• Are you managing change?
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EVALUATING THE TEAM
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Evaluating the Team

• Ideal situation;  The gap to be filled; Where 
we are now? What can you do that would 
benefit your team members the most in the 
coming year?
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Evaluating the Team

• As I look at my team, is there someone who 
has the skills to fill the gaps? 

• If there is a vacancy what skills would I want 
to bring onto the team?
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Evaluating the Team
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KEEPING AND FINDING
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Keeping and Finding –
Being Proactive Helps

• Who are the two or three people you can’t 
afford to lose?

– Do they know that? 
– Are you paying attention to them?

• Do you have a career path in place?

• Do you have a succession plan in place?
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Keeping and Finding –
Retention

• Onboarding - What does that look like at your 
institutions?

• Title and Compensation (now that you have 
good managers)

• Give people special projects to test readiness 
and train

• Invest in staff members’ growth
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Keeping and Finding –
Recruiting

• What are the skills needed?

• How will the position description be changed 
to capture the needed skills?

• What tools are available? LinkedIn 

• Plan out two years

• Succession planning for top performers
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Keeping and Finding –
Where Do We Begin?

• Focus on the people you want

• Don’t be blinded by institutional prestige or 
titles

• Be wary and know the signs of “position 
hoppers”

• Look for a history of strategy over activity
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Keeping and Finding –
Millennials

• Millennials born 1980 - 1996
• Outnumber Baby Boomers this year and will be 50% of the work 

force by 2025

• 32% of the top 25 potential employers were in the healthcare sector
• 90% of millennials cited gaining skills to advance their career as a factor in 

choosing an employer
• 68% of those surveyed prefer to look at the employer’s website directly in 

a job search – only 24% preferred national job websites
• Beyond Google and Walt Disney, the government sector was a highly-

ranked desired employer

• Motivated by a desire to do good in their world and communities 
• Publicize the careers and industry of development
• Rethink promotion pathways (and timelines) and offer more 

concrete growth and development earlier for retention
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A NEW APPROACH AT
THE UNIVERSITY OF TEXAS SYSTEM
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A New Approach –
Center for Enhancing Philanthropy
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A New Approach –
We Have a Choice

• CFO asks CEO: “What happens if we invest in 
developing our people and then they leave us?”

• CEO: “What happens if we don’t, and they stay?”
(Peterbaeklund.com)
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A New Approach -
Strategy

• UT System Advancement Academy

– Investing in advancement staff members

– Four Tracks

– New hires, rising stars, high performers

– Boot Camp for new hires and newly promoted

50



• UT System Advancement Academy (cont.)

– Invitation by VP or supervisor

– Learning Objectives

– 1 or 1.5 day workshop

– Experts often outside of UT institutions

– Texas experience during workshop

A New Approach –
Strategy
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A New Approach –
Strategy

• Talent Management

– Help institutions create their development identity

– Learn how to interview

– Onboarding strategy and career ladders

– Grow our Own approach

– Make UT institutions a desired career destination 
for high performing advancement professionals
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A New Approach –
Strategy

• Grow our Own

• Build a pipeline of development talent for UT 
institutions
– Internships, paid student summer internship 

program for 10 weeks; suggested curriculum; 
supervisors trained; institutions select interns

– Immersion program for currently employed 
individuals inside or outside the institution; 
exposure to philanthropy which can lead to 
workshop
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What are you doing or can you do to be strategic 
about Talent Management?

• Do you anticipate and are you able to hire from within?

• Have you identified your high performers and are you paying 
attention to them?

• Do staff members have career paths?

• When you go outside
– Can you articulate who you are as an institution and your style?

– Do you interview looking for skills?

– Is your employment offer attractive?

– Do you follow through?
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A New Approach –
Strategy 

• Other Initiatives

– Undergraduate program in philanthropy

– Show impact of philanthropy at the institutional 
level

– Invest in philanthropy/funding development

– Conversations with Human Resources and CFOs 
on talent war, salaries, new career ladders for 
development and the individual contributor
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Takeaways
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Thank You!

For more information visit: 

www.utsystem.edu/cep
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