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DECISION POINT 1
Approval of an Organizational Strategic Plan
In keeping with the architectural princi-
pal “Form follows Function”, all well
conceived facility expansion/facility
development projects are initiated on
the basis of a well considered strategy
for organizational growth. A thoughtful
growth strategy not only defines the
organization’s vision for its programs
and services, it clarifies the human and
financial resources needed to realize
that vision, and it establishes a frame-
work for how the organization will
address its space needs over time. So,
every good facility development project
begins with a plan that anticipates, and
sets priorities among, the organization’s
most pressing needs for programmatic
and administrative space.

DECISION POINT 2
Appointment of a Project Oversight Com-
mittee  Engagement of voluntary lead-
ership at the very earliest stages of the
facility development project will pay
dividends throughout the process.
You will want to assemble a committee
with an appropriate balance of skills—
expertise in space programming,
budgeting and cost control, construc-
tion management, real estate develop-
ment and management, construction,
and project financing are especially
helpful. This group will not only give
the Board the confidence that the
project is receiving the oversight that
it deserves, it will bring fresh ideas
into the development process, and

provide the discipline needed to
bring the project in “on budget and
on time”.

DECISION POINT 3
Approval of a Preliminary Project Budget
Once the organization’s Board and
executive leadership share an under-
standing of how the proposed facility
project fits into the institution’s mission
and future vision—as defined in an
organizational strategic plan—special
attention should be devoted to the
development of an “all-in” project bud-
get. This budget should include all
hard costs (expenses related directly to
construction); all soft costs (architec-
tural and engineering fees, permits
and, for instance, environmental test-
ing fees); costs related to the acquisi-
tion of furniture, fixtures and equip-
ment for the building; costs related to
project financing; as well as costs asso-
ciated with project-related fundraising.

DECISION POINT 4
Selection of Architect  Choose an archi-
tect who is willing to listen to your
ideas and who has experience in
designing facilities for non-profits or
buildings similar to the one you plan to
develop. You want an architect who
shares your vision and in whom you
have confidence. You’ll want someone
creative...but someone who has also
demonstrated the ability to complete
projects on time and on budget.

For projects that are larger and
more complex the Project Oversight

Committee may elect to retain the ser-
vices of a Project Manager or Owner’s
Representative to provide day-to-day
project supervision.

DECISION POINT 5
Selection of Fund Raising Counsel  Pick a
consultant whose experience and view-
point offer the best match for your
organization, and who has a track
record of producing solid results. You’ll
be working closely with the consultant
for several years . . . similar to the archi-
tect, you will want to work with a fund
raising consultant who brings creative
ideas to the table…someone who can
convey your vision, and someone whose
enthusiasm is infectious.

DECISION POINT 6
Acceptance of Campaign Feasibility Study
and Authorization of Campaign Planning
and Early Leadership Giving PhaseDoes
the Campaign Feasibility Study indicate
a strong likelihood that adequate funds
can be raised to support the project
now? If the answer is “yes,” you’re ready
to begin planning the Campaign. If the
answer is “no,” can the project be
scaled back, are there steps you can
take to build the organization’s fund
raising capacity to a point where the
campaign would be feasible, or are
there alternative means of financing
the effort?

DECISION POINT 7
Acceptance of Project’s Conceptual Design
and Revised Cost Estimates This repre-
sents your first “hard” look at the pro-
ject’s design. Is it matched to your
needs? Where do adjustments need to
be made? Is the projected cost in line
with your “all in” budget?

DECISION POINT 8
Authorization of Campaign’s Advance Gift
or “Quiet” Phase  By now, you’ll want to
have secured roughly 10% of the
Campaign goal from a comparatively
small number of “close-in” people and
sources. With this indication of success
in hand, you’re ready to begin the
Campaign’s Advance Gift Phase, the
solicitation of the Board and Major Gift
prospects—people with the potential to
make gifts of $25,000 to $1,000,000 or
more. Typically, 60% of the Campaign
goal should be secured during the
Advance Gift Phase of the Campaign.

DECISION POINT 9
Acceptance of Project’s Final Design and
Refined Cost Estimates  This is a critical
point at which you’ll approve the pro-
ject’s final design. These “working
drawings” and related documents will
provide the materials needed to solicit
construction bids from a list of pre-
qualified construction firms.

DECISION POINT 10
Acceptance of Construction Bid and Con-
tract Authorization  In consultation with
the architect and the project  manager,
select a contractor for the project.
Contractors are most often selected
through a competitive bidding process.
Price, experience, and demonstrated
performance in completing projects on-
time are key issues to consider. Typically,
75% or more of the Campaign goal
should be pledged to the Campaign
before construction begins.

DECISION POINT 11
Authorization of Bridge Loan  Approve
and sign-off on a loan that will provide
bridge financing between the time that
construction expenses are paid and
the time that Campaign pledges are
redeemed.

DECISION POINT 12
Authorization of Campaign’s Public Phase
Assuming you’ve secured at least 70%+
of the Campaign goal, you are ready to
“take the Campaign public” through a
broader General Gift Solicitation
Program. While continuing to solicit
major gifts, you also seek the participa-
tion of the greatest number of people
through a variety of initiatives (events,
mail appeals, phone-a-thons, etc.), in

support of the Campaign. This public
appeal helps to build a sense that the
organization’s broader constituency is
truly invested in the success of the
Campaign…and by extension, the
building project.

DECISION POINT 13
Approval of Permanent Financing  Typic-
ally, the Finance Committee of the
organization’s Board will look to one
of five sources for the financial
resources needed to underwrite the
project. The five most common ways to
finance a facility project are outlined
in red text on the following page.

DECISION POINT 14
Commitment to “Live Happily ever After”
The new facility will be both an asset
and a liability. Prudent organizations
will factor the increased operating costs
of the new building into the organiza-
tion’s annual operating budget well in
advance of occupying the building. In
addition, a carefully thought out plan
for funding depreciation each year will
assure that the facility is maintained at
the standard to which it was built.

SINCE1980, The Whelan Group has
built a reputation for our creative
approach to financing the develop-
ment of facilities in which non-profits
house their programs.Recognizing
that facility projects are best devel-
oped within the context of a long-term
organizational growth strategy, we
help each of our clients to look at the
big picture, and to define a clear
vision for their future. Whether assist-
ing clients with a facility project, an
endowment campaign, or a strategic
planning process, our central goal is
“institution building”: expanding and
strengthening the financial and physi-
cal assets that enable the organiza-
tion to deliver programs and services
of the highest quality.
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New York, NY 10011
Voice: 212-727-7332 
Fax: 212-727-7578
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Copyright ©2004 The Whelan Group,
Inc. All rights reserved.

FourteenKeyDecisionPointsDuring every facility development
project, there are fourteen points at which crucial decisions need to be made
by the organization’s leadership. Denoted on the timetable by numbers in cir-
cles, each point offers an opportunity to review the project’s progress to date,
to ascertain whether the project has met its benchmark objectives, and to
make any necessary mid-course corrections.

For Additional Information

Good Shepherd Services,New York,NYProject: Good
Shepherd Services Center in Red Hook (alternative
school & multi-service center) • Project Architect:
DeLaCour & Ferrara Architects,P.C.Brooklyn,NY •
Photographer: Peter Pierce,New York,NY 

CONTRACTORSare

most often selected

through a competitive

bidding process.

Price, experience,

and demonstrated

performance in com-

pleting projects on-

time are key issues

to consider.

All Hallows College,Dublin,IrelandProject: Library Complex • Project Architect: RKD Architects,Dublin,Ireland 

Aaron Davis Hall,New York,NYProject: Restoration of Aaron Davis Hall‘s 135th
Street Gatehouse • Project Architect: Ohlhausen Dubois Architects • New York,NY

Organizational ReservesPerhaps the simplest approach is to draw down on the organiza-
tion’s reserves—unrestricted assets that can be used by the Board at its discretion. While
this approach may be simple, it may not be the most prudent. By using unrestricted reserves
to underwrite the cost of developing the facility, the organization will be avoiding finance
charges but forsaking the investment income from those assets—in some respects betting
against the acumen of the organization’s own Investment Committee.

Capital Campaign ProceedsThe facility may also be funded, in whole or in part, by gifts
contributed to a Campaign without restriction or gifts restricted to the building project. If this
is the exclusive strategy, the drawback here, of course, is that the organization will have to
wait until a sufficient number of pledges are redeemed before construction can begin.

Bank Loan or MortgageMany organizations will elect to finance the project with either a
permanent loan or mortgage from a bank with the loan secured by the building and campaign
proceeds. The most desirable structure for these loans would spread the loan repayment
schedule over a period of 20-30 years and include an “early pay down provision”. While this
approach offers a comparatively straightforward way to finance the project, the key will be
securing favorable interest rates on the loan.

Tax Exempt Bond FinancingEmploying the services of an underwriter, the nonprofit can,
in many circumstances, secure tax exempt financing for the project. Typically, this type of
financing is arranged at favorable interest rates when compared with a conventional bank
loan. If the organization secures a credit rating or a credit enhancement (in the form of a
bank letter of credit, for instance), this will enhance the credit worthiness of the organiza-
tion and favorably influence the condition under which the bond financing is secured. This
financing mechanism is typically secured by the Campaign proceeds and, as needed, other
assets of the organization.

Private PlacementA derivation on the tax exempt bond financing…the organization may
elect to employ the services of an underwriter who would help the nonprofit to package the
project debt as a private placement offering to a limited number of investors. This type of
financing is typically arranged so that the investor captures tax benefits and the nonprofit ben-
efits from a reduced rate of interest on the bonds. Again this approach to financing is secured
by the Campaign proceeds and, as needed, other assets of the organization.
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VER THE YEARS, a great many non-prof-
it organizations have come to The
Whelan Group seeking assistance in

planning and funding major facility pro-
jects. Some are interested in renovating or
expanding existing buildings, while others
are looking to construct entirely new facili-
ties. All are undertaking these initiatives with
the goal of providing a better “home” for the
programs and services they offer.

Facility projects are usually launched
with a mixture of great expectation and
high anxiety. A new facility will often serve
as the starting point for a new, exciting era
in the organization’s growth and develop-
ment...but the process of getting to that
point can be complex and costly. 

Prior to undertaking a facility expansion
project, we strongly recommend the com-
pletion of a strategic or business plan which
maps out the organization’s growth strategy.
This plan often includes an assessment of
the organization’s program-related facility

needs. In reality, a new facility is both an
asset and a liability: future operating costs of
the new space must be factored into the
overall funding equation. While most orga-
nizations set out with a broad picture of the
construction, financing, and fundraising
challenges ahead of them, many are uncer-
tain about how these components relate to
each other, and how they should be
sequenced. Typical concerns include:
• How big a building do we need; and how

large a building can we afford?
• At what point should we have architec-

tural designs in hand?
• When do we begin to raise the money we

will need?
• How soon will we need a bridge loan?

Based on The Whelan Group’s experi-
ence in helping non-profits—schools, social
service organizations, religious communi-
ties and parishes, historic preservation pro-
jects, and cultural institutions—to execute
successful fundraising campaigns for facili-
ties, we have developed a model timetable
which offers guidance for these and other
questions. Located on the reverse side of
this newsletter, the timetable details the
major building design and construction

steps, as well as the financing and fundrais-
ing initiatives which need to be addressed
when developing a new facility or renovat-
ing an existing structure. Recognizing that
every project has individual nuances and
unfolds at its own pace, the timetable is
intended as a model to help guide institu-
tions through the various stages of the facil-
ity development process.

Building Buildings
THE FACILITY DEVELOPMENT PROCESS FOR NON-PROFITS

UNDERSTANDING how the

construction, f inancing and

fundraising chal lenges f it

together is the key to any

successful  faci l i ty project.
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The Norton Museum of Art, West Palm Beach, FL Project: Nessel Wing
• Project Architect: Centerbrook Architects, Essex, CT • Photographer:
Jeff Goldberg, Esto Photographics

A) Marymount School, New York, NY Project: Townhouse adapted for
reuse as the Marymount Middle School • Project Architect: Sam
White, Platt Byard Dovell White Architects LLP, New York, NY

B) Weeksville Society, Brooklyn NY Project: Weeksville Education
and Cultural Center • Project Architect: Caples Jefferson Architects,
New York, NY

C) St. Ignatius Loyola Church, New York, NY Project: Wallace Hall
(Multi-use parish/community space) • Project Architect: Perkins
and Eastman, New York, NY  

D) St. Aloysius School, New York, NY Project: Campus Expansion •
Project Architect: Acheson Doyle Partners Architects, P.C. New York, NY

E) Gracie Mansion Conservancy, New York, NY Project: Gracie
Mansion Restoration (Mayor’s Residence in New York) • Project
Architect: Charles A. Platt, Platt Byard Dovell White Architects LLP,
New York, NY
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F) Inwood House, New York, NY Project: Renovation of the Maternity
Residence • Project Architect: Vincent Benic Architect, LLC 
New York, NY






