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The Ten
Elements of

Advancement

Inyathelo defi nes Advancement as a systematic 

and integrated approach to building and managing 

external relationships with key constituencies and 

stakeholders in order to attract support.

Inyathelo’s Advancement Framework
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Leadership for Advancement 1

Leadership for Advancement

A common misperception exists that organisations or institu-
tions need fundraisers or a development offi  ce to raise funds 
to advance their objectives. While these can be a great 
support, the key person to direct and head Advancement 
in an organisation is its leader, either the Executive Director, 
the Chief Executive Offi  cer, or in the case of universities, the 
Vice-Chancellor. Donors tend to support and follow leaders 
that they trust and have confi dence in. This role cannot be 
undertaken by anyone else in the organisation or institution 
and, in reality, Advancement is driven and directed from the 
top by the organisational leader.

As a priority, the organisational leader needs to provide for 
the vision of the organisation and its strategy in the light 
of changing external circumstances. In order to attract 
resources to the organisation (the core of Advancement), the 
leader has to make a contribution to the image, profi le and 
reputation of the organisation, build its external relationships 
and partnerships, promote its voice, and enhance its visibility. 
The leader is accountable to the organisation’s board and 
therefore needs to ensure proper oversight and monitoring 
of the organisation’s activities, as well as quality control 
of its programmes and projects. While it is imperative 
that leaders inspire and motivate their employees, they 
also need to inspire and motivate their donors and other 

Leadership
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stakeholders. Organisational leaders therefore need to be 
excellent communicators to ensure that people support the 
organisation and follow its direction.  

The leader should serve as an advisor and reference for 
organisational staff  and those external organisations and 
stakeholders with whom the organisation engages. All this 
means that a signifi cant component of the leader’s work 
is outward-looking; this is the basis of good Advancement 
practice. If leaders indicate that they do not have the time to 
devote to Advancement functions, their internal responsibilities 
should be reconsidered and restructured accordingly. 
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Pursuing organisational vision 
and strategy

One of the most important decisions that any board makes is 
who to appoint as an organisation’s CEO or Executive Director, 
because this is the person who will take responsibility for, and 
implement, the vision and strategies of the organisation in line 
with its founding document.

Part of a leader’s role is to undertake ongoing environmental 
scans to assess how the world is changing in relation to the 
work that the organisation undertakes. 

He/she must have a good understanding of the sector in 
which the organisation works and the communities that the 
organisation serves. South Africa and other countries on the 
continent are geared to change; they seek transformation 
and are still young democracies. As a result, leaders of 
organisations need to be continually aware of changing 
context or circumstance, and adapt to these.  

This is what having vision is about: being able to look ahead 
and assess what key interventions are required within the 
parameters of the purpose of the organisation; and, to 
strategise about how to take these forward, taking into 
account obstacles and risks. 

Strategy and planning
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This is the central tenet of Advancement – being clear about 
what needs to be done so that the organisation’s work is 
appropriate and innovative, and responds to new demands 
made by society. This vision should not only be a theoretical 
view of the future, nor simply the stated vision and mission of 
the organisation; instead, a vision should off er real possibilities 
to eff ect change in the organisation and the outside world. 

Strategic thinking is about carefully choosing those specifi c 
interventions that will have the most impact and can be 
delivered effi  ciently and eff ectively by the organisation. There 
may be a number of ways to contribute to social change, 
but the key is to identify those that can be done well by the 
organisation, have real meaning for its work, and which will 
impact on society in a fundamental way. 

Finding the organisation’s niche also contributes to strengthen-
ing its identity and image, both central to Advancement success.

Advancement is about much more than particular 

institutions or organisations. Rather, it is about 

leadership and vision – about harnessing potential, 

engaging in co-ordinated eff orts to attract 

resources and grow the local resource pool.
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Building an organisation’s 
image, profi le and reputation

The organisation’s image, profi le and reputation are crucial 
for attracting support, and building these aspects are an 
important part of any CEO, Executive Director or Vice-
Chancellor’s work.

When employing a new head of an organisation, a board 
should assess whether applicants for the post refl ect the 
values and standards that the public and other stakeholders 
would expect from the organisation. Understanding the 
organisation’s values is critical to making this choice. 

More than in the corporate sector, civil society organisations 
are built on certain values as they operate in the social sphere 
and their objective is not profi t-making. Leaders should 
refl ect these values such as integrity, sincerity and respect, 
not only in what they say, but also in what they do.  In eff ect, 
they should be role models for their employees and for the 
people with whom they engage.

There are some hard skills required to build an organisation’s 
profi le and image, but essentially leaders need to be conscious 
of the need to promote the organisation’s voice and visibility. 

i ti ’

Visibility
Voice
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Voice means that the leader (and therefore the organisation) 
has opinions on issues that impact on the organisation’s 
area of work. The head of an organisation needs to make 
public his/her views on policy, government action, business 
contributions, community development and other issues that 
impact on the organisation’s stakeholder group. 

Opinion can be made public through the organisation’s web-
site, social media, newspaper articles or letters to the editor. 
It can also be made through advertising, by giving input at 
conferences or Parliamentary Portfolio Committee hearings.  

In addition to having a voice, organisational visibility is 
essential to attracting support. Visibility is directly linked to 
having a good marketing plan and organisational branding 
and, very specifi cally, the visibility of the leader. It is important 
to create awareness that the organisation exists, and to 
eventually grow interest and confi dence in its activities. This 
is a way to attract potential donors to your organisations.

The leader has a major role in building visibility. While voice is 
a component of visibility, so is branding and communications 

People don’t give money to organisations that 

they know nothing about or have never heard 

of. It is important that your organisation and the 

needs you are addressing become known in your 

community and elsewhere in the country.
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such as newsletters, a good website, an interesting annual 
report, building relationships with key people in the media, 
advertising events and ensuring that events are profi led 
beyond the confi nes of the organisation. 

Leaders should be visible at other events and should build 
networks of potential stakeholders from a range of constitu-
encies including government, academia, philanthropy, com-
munity groups, other civil society organisations doing similar 
work and the business sector.

Donors are attracted to organisations they know, 

leaders they trust and organisations where staff  

are all pulling in the same direction.

Academia

Philanthropy

Civil
Society

Community
Groups

Government

Business
Sector
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Building external relationships 
and partnerships

An organisation is only as strong as its external relationships 
and these play an important role in its long-term sustainability. 
It is not only the funding that is important, but also what 
strategic partnerships the organisation develops, how it is 
positioned in its fi eld, how seriously it is taken by government, 
academia and the international world. These cannot happen 
without personal networks that inform other stakeholders 
and help to build trust and confi dence in the organisation.

While all employees of the organisation will have their own 
external relationships, the leader needs to build strategic 

External relationships

The most eff ective way of raising larger sums of 

money is having a personal interaction with a 

possible donor. If the prospect is already aware 

of your organisation and has built up substantial 

confi dence and trust in it, then it is time to raise 

the issue of fi nancial support. 
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connections that benefi t the organisation across potential 
constituencies that matter to its work and outcomes.  There 
is no short cut in building these relationships, and personal 
connections always have the best outcome. 

However, it is necessary to generate interest in the organi-
sation and this can be done in a variety of ways to targeted 
constituencies. For example, the organisation’s annual report 
is a good document to send to people with whom the organi-
sation might want to connect. It is the organisation’s ‘sales 
pitch’ for the year and should not merely be seen as a tick-box 
exercise, but rather part of its marketing and relationship-
building work. The annual report mailing list should include 
potential future stakeholders and donors. 

Attending events where networks can be built is part of the 
leader’s role. These events can include workshops held by 
other organisations, diplomatic celebrations, consultative 
meetings with government and conferences. There is often 
the opportunity at these events for the leader to meet peo-
ple with whom the organisation should be connected, to ex-
change business cards and to agree on a future meeting.

Building relationships with people outside your 

organisation is the key to raising the resources 

that you need. Importantly, you should have 

a range of diff erent relationships that attract 

diff erent sources of funding. It is very risky to 

rely on only one donor.
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Leaders should always carry information about the organi-
sation such as its annual report or any material that it has 
published (for example, research reports or evaluations of 
its work). These are handy to have at less formal or ad-hoc 
meetings, but are very important to leave with people at more 
formal meetings. Documentation supports personal relation-
ships that are developing and enhances the reputation and 
credibility of the organisation.

It is important for the leader to maintain good relationships 
once they have been established. In the case of donors, for 
example, keeping them informed about the organisation’s 
activities as well as signifi cant changes in staff  or the board; 
inviting them to organisational events and celebrations; to 
participate as resource people at workshops; sending them 
publications that might be of interest in their fi eld of work; 
and, sending them information about up-coming conferences 
in which they might have an interest.   

Most importantly, it is up to the leader to ensure that any 
donor reporting is on time and comprehensive, including a 
clear narrative report along with the fi nancial report. Ensuring 
that the funds are used as agreed in donor contracts is a 

As non-profi ts, we have a central role to play 

in shaping who we are and what we become, and 

in informing the organisation-funder relationship 

– whether that funder is government, a business 

or an individual. 
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major part of good governance in an organisation. If the 
organisation’s plans change, it is incumbent on the leader to 
renegotiate with its donors so that there is clarity on what the 
funds are being used for. The same care should be given to all 
the organisation’s key partnerships.

Building working partnerships with other organisations in 
civil society or in an organisation’s fi eld of work is essential 
for every organisation, but should also be done strategical-
ly. Questions to ask are whether the partnership has value 
for both parties; is it a genuine connection that will assist in 
achieving the objectives of both organisations; are relation-
ships between the leadership of both organisations good; 
and, are their values aligned? 

The role of the leader in building and managing these partner-
ships is vital as often connections are formed at a leadership 
level, allowing for the objectives of the partnership to be ne-
gotiated at a strategic level.

Building trust takes time. You should not expect 

a prospect to give you money immediately 

simply because they have read your documents 

and visited your project. They have to be 

convinced that they can trust your organisation 

and its leadership to use their funds honestly to 

achieve your objectives.
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Once relationships have been built, the leader of an organisa-
tion should be open to peer-learning among organisations, to 
be a reference point for others when appropriate and assist 
where possible. These actions further cement relationships 
with key partners.

Ensuring an organisation’s 
fi nancial sustainability

While technically the board is responsible for ensuring ade-
quate resources are required for organisational sustainability, 
the leader is generally mandated to undertake this role. 

The key components of Advancement will assist in attracting 
funds, including good governance, good fi nancial manage-
ment, human capacity to ensure delivery, promoting voice 
and visibility, eff ective strategy and planning, monitor-
ing and evaluation that promotes learning, fundraising and 

Sound fi nancial management and administration is 

the heart that pumps blood and oxygen 

through the organisational body helping it to 

deliver on projects and programmes.

Fundraising tools
Financial management
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strong leadership.  Many of these have been detailed above. 
However, the leader is also required to take a proactive role, 
especially in relation to the fi nancial position of the organisa-
tion. Typically, they need to: 

• Ensure that ongoing relationships are built and maintained 
with existing and potential donors; that eff ective stewardship 
systems are in place to ensure reporting is never late; and, 
that communications with donors about the programmes 
they support are sustained. 

• Ensure donor diversity so that there is less dependence on 
one donor.

• Develop accurate budgets so that ALL costs are included, 
including indirect costs. If donors are not willing to support 
indirect costs such as rental and utilities, or even the cost 
of staff  and oversight, then it becomes necessary to fi nd 
additional donors. Alternatively, the leader of an organisation 
can delay the start of the project until it is fully funded. The 
core concept here is that every project or programme has 
to pay its way in an organisation and this includes personnel 
costs, indirect costs and administrative costs. Proceeding 
with a project on the premise that the organisation will 
manage without the full budget is a recipe for fi nancial crisis.

• Monitor budgets to ensure no overspend and also query 
underspends which sometimes signal that work has not been 
complete.

• Understand what the potential funding shortfalls are in the 
future and include these in multi-year budgets.

• Implement a plan to build a reserve fund through careful 
fi nancial management and by ensuring that all income-
generation projects and consultancies, as well as interest 
earned, make a contribution to that fund.
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Budgeting for Advancement

Many organisations believe that budgeting for Advancement 
means including fundraising costs in their budgets. While 
fundraising does involve some additional funding for travel 
for example, and often substantial start-up costs for an 
annual campaign focussing on individual giving, the most 
signifi cant item in the budget that supports Advancement is 
for an operations director or manager. An operations director 
or manager will take the pressure off  the organisation’s leader 
so that he/she can focus on the critical elements of strategy 
and relationship building.  

Separating a strategic leadership role from the management 
role is the most benefi cial structure for organisational 
Advancement. A good leader who recognises the essence of 
his/her outward-looking role will willingly relinquish control 
over the internal operations of the organisation. This involves 
a high level of trust in the operational director or manager, 
and the relationship between the two needs to be transparent 
and aligned.

The stimulus for giving is asking, and the ability 

or capacity to ask for support involves the 

development of strong relationships between 

organisations and potential supporters.
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Oversight, monitoring and quality control

Ideally, the leader of an organisation should not be too actively 
involved in the operations of the organisation although the 
reality often sees organisational leaders managing as well 
as directing organisational activities. In fact, the head of 
an organisation is expected to provide oversight over its 
activities, monitor programmes and ensure quality control.  

Monitoring systems should be implemented in all organisation-
al programmes. When developing ideas for our programmes, 
it is essential to put in writing what we want to achieve and how 
we will measure it. What would indicate success and where 
do we make interventions to change course, if necessary? In 
general, basic monitoring of programmes should be done by 
those implementing the programmes. The head of an organi-
sation needs to be confi dent that these systems are in place 

Monitoring and evaluation

You cannot expect someone to donate money 

to your organisation and then to never ask how 

it was spent. When you accept money, you 

also accept certain responsibilities and duties 

around what you do with it.
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– checking that they are in place and that promises to sup-
porters and donors will be met is a critical leadership role.

Key to all the above is quality control. The head of an organi-
sation should always be aware of the quality of organisational 
delivery. Once an organisation starts to accept second best, 
this has an impact on its reputation, its status and its ability to 
attract resources. Shortcuts always have consequences. 

Quality control does not mean micro-management; rather, 
it is a gentle reminder that the leader has oversight re-
sponsibilities, and is accountable for all the outcomes of 
the organisation, and will maintain standards to ensure its 
continued survival.

Donors invest in your organisation. You are 

therefore accountable for their 

‘return on investment’.
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Accountability to the 
organisation’s board

The leader is accountable to the organisation’s board for 
all aspects of its activities. This includes the roll out of its 
programmes; the outcomes of those programmes; its policies 
for example, human resource policies; its expenditure and 
budget; its reputation; and its positioning. 

While other members of staff  are responsible for implementing 
many aspects of the organisation’s work, accountability means 
that “the buck stops” with the head of an organisation. If things 
go wrong, the board can correctly expect explanations from 
the leader rather than the employees. This is why oversight 
and quality control are critical aspects of a leader’s work.

Governance structures
and practices

A good record of eff ective board leadership and 

organisational oversight goes far in cultivating a 

donor’s confi dence in your organisation.
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Building internal relationships: 
Inspiring and motivating staff 

The leader of an organisation has a central role to play in inspir-
ing and motivating staff  in their organisation. The leader’s ap-
proach to this will impact on staff  enthusiasm for their work and 
staff  confi dence that they are well led by a responsible leader.    

Human capacity

The four key elements of relationship-building

Creating awareness

Relationship-building

Building trust

Developing interest
Securing and 

nurturing commitment
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A clear vision; good human resource policies; personal con-
nection with staff  members; fair payment for work done; 
recognition of work well done; regular celebration of em-
ployee events such as birthdays, new babies or employee 
achievements; celebration of special eff orts by the team, such 
as an excellent event that has been completed; clarity about 
future plans; and, staff  development goals and opportunities 
are all part of ensuring contented and motivated staff . Above 
all, however, the leader must let staff  know that nothing is too 
small for he/she to participate in. 

The leader needs to set an example about time-keeping, the 
transparency of his/her activities, not taking advantage of 
the organisation’s resources and providing an open door if 
employees seek advice. 

Each staff  member within the organisation has a role to play in 
its Advancement. In the non-profi t sector in particular, there 
is unlikely to be a dedicated Advancement operation except 
in very well resourced, large organisations. It is therefore 
important for each staff  member to participate in building 
external relationships. When it comes to fundraising, staff  
should participate in the conceptual development of projects 
and programmes, their case for support, proposal writing, as 
well as engagement with donors. 

An organisation must speak with one voice, 

giving a clear message to stakeholders, 

benefi ciaries and donors about its purpose, 

its goals and objectives.

ATSPG1 Text-Print.indd   19ATSPG1 Text-Print.indd   19 2013/09/30   12:23 PM2013/09/30   12:23 PM



ASK Inyathelo Pocket Guide20

It is vital that the full staff  team speak with one voice, and it is 
the leader’s role to ensure that everyone in the organisation 
understands its vision, mission and objectives so that when 
they meet other people, the message from the organisation 
is consistent. Confused staff  lead to confused programmes, 
benefi ciaries and donors.

Reinventing the organisation

As the world changes, so the organisation needs to change. 
Conducting environmental assessments, keeping up with 
changes in the sector and introducing cutting-edge off erings 
and innovative projects and programmes is part of a leader’s 
strategic role.

The leader needs to be able to identify gaps and opportu-
nities to ensure that their organisation is at the forefront of 
its fi eld. This can involve taking risks and it is important for a 
leader of an organisation to assess those risks carefully, but 
without change organisations can fall into decline and be-
come irrelevant.   

Leaders must pre-empt this by identifying innovations and 
strategic interventions where appropriate. Funders often 

Strategy and planning
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seek new solutions to social concerns, and being able to off er 
innovative interventions to them places an organisation in a 
good position.

Succession planning

Part of leadership includes succession planning. This does not 
mean that every leader has a short shelf life, but it is important 
for the organisation and its board to feel comfortable that 
if the leader left the organisation for whatever reason, that 
its relationships were not in jeopardy, especially its donor 
relationships and key partnerships. In addition, the board 
would be concerned that if the leader left, there would be 
someone to fi ll his/her shoes in an acting capacity until a new 
leader is appointed.

In implementing a succession plan, the head of an organisa-
tion does not need to choose a successor, but rather make 
sure that his/her vision is ingrained in the organisation – 
developing other leaders within the organisation with the 
correct skills is a key component of succession planning. Be-
sides staff  development and training, senior staff  need to be 
able to carry on relationships with the organisation’s principal 
partners and supporters. They should be introduced to the 
organisation’s principal partners and supporters, and given 
frequent opportunities to engage with them. They should 
be brought into meetings with signifi cant constituencies and 
their leaders; have a good understanding of organisational 
strategy; know the board members; and, regularly participate 
in fi nancial decision-making.  
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Donors also need to feel comfortable that the leadership 
transition in the organisation will be well managed, that the 
organisation will continue running as usual and that there are 
mechanisms to maintain its programmes. 

Providing chances for others to act as the head of an organi-
sation for short periods of time also helps develop capacity 
and informs succession planning.

Advancement is not just a fancy word for 

fundraising. It is an integrated approach to 

engaging one’s external environment and 

positioning one’s organisation to attract support. 

It is about building, maintaining and improving 

support, skills and funds for an organisation. 
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Summary of roles and responsibilities 
of an eff ective Advancement leader

• Researching and understanding the context in which you 
work in order to remain at the cutting edge of your organisa-
tion’s fi eld.

• Anticipating change proactively in order to adapt to a 
changing external environment and new developments that 
impact on your work.

• Identifying new opportunities for the organisation that may 
arise out of change. 

• Strategising to ensure eff ectiveness and to position the or-
ganisation correctly.

• Communicating eff ectively, both externally through chan-
nels such as the media, newsletters, donor reports and web-
sites, as well as internally with the organisation’s team.

• Disseminating knowledge and ensuring that knowledge is 
captured and produced by the organisation.

Strategy and planning

Voice
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• Building and maintaining the profi le, image and credibility 
of the organisation.

• Representing the organisation and serving as the ‘face’ of 
the organisation.

• Participating and speaking at events such as local and 
international conferences, seminars and other gatherings in 
order to profi le the organisation and share organisational 
knowledge.

• Advocating for the interests of the organisation and its 
benefi ciaries through the media, Parliament or appropriate 
channels and forums.

• Making decisions for the organisation, calculating risk and 
ensuring that the actions that follow are appropriate, ethical 
and good for the organisation.

• Maintaining values and a sustainable organisation in terms 
of staff , income, profi le and reputation.

Visibility

Leadership
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• Networking with potential stakeholders and partners.
• Building relationships with strategic stakeholders and the 

constituency that the organisation is engaged with.
• Building and maintaining good donor relations.
• Negotiating with partners on joint strategies; with donors 

regarding support; and, internally, relating to dynamics with-
in the organisation.

• Raising resources required to advance the organisation’s 
objectives.

• Securing contractual work as part of income generation for 
the organisation and ensuring the fulfi lment of these terms.

• Accounting to the board, specifi cally to the chair of the 
board when critical decisions need to be made.

Governance structures
and practices

External relationships

Fundraising tools
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• Overseeing budget development and monitoring budgets 
to ensure that they are accurate and that the organisation is 
fully aware of the cost of its programmes, so that shortfalls 
do not occur.

• Overseeing programmes and projects to ensure quality 
control and that they do not slide into mission drift.

• Overseeing external documentation including annual 
reports, marketing pamphlets, websites and 

 media statements.

• Serving as a key resource within the organisation and for 
external partners or others in the fi eld. 

• Inspiring and motivating people to follow the vision, mis-
sion and objectives of the organisation, both internally and 
externally.

Monitoring and evaluation

Human capacity

Financial management
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Conclusion

Leadership for Advancement may seem to be a daunting 
prospect, but if it is outward-looking while at the same time 
ensuring internal oversight, this makes for exciting and chal-
lenging work. 

As a leader moves out of the operational role of the organi-
sation into championing its Advancement, so the energy of 
engaging with the external world takes over. However, this 
requires the capacity to handover responsibility for the ac-
tual operations to another senior colleague and make hard 
decisions, often rapidly. In addition, the leader has to know 
everything about the organisation: its history; its personnel; 
its vision, mission and objectives; the details of all its pro-
grammes and their achievements; its values and philosophy; 
its fi nancial situation; reasons why donors should support it; 
and, the impact it is making on the ground. Armed with this 
knowledge, leaders are in a position to eff ect an organisa-
tion’s Advancement.
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