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Recommendations about capital campaigns 

With more than 150 years of experience in working with thousands of congregations and other
ministries, the Mission Investment Fund of the ELCA (and its predecessor organizations) has
extensive experience in assisting all types of ELCA ministries in successfully achieving their
property and facility ambitions. 

The majority of MIF’s loan clients will rely on capital campaigns as their primary source of
dedicated funds for meeting their loan obligations. Undertaking such an appeal, especially for the
first time, can seem a formidable challenge. Often, ministry leaders consider a capital campaign to
be a high-stakes matter, in which the prospect of failure is especially daunting. 

To help respond to common questions about selecting a capital campaign consultant, the Mission
Investment Fund offers this guide for consideration. In this document you’ll find: 

Recommendations about capital campaigns 
Questions for evaluating and selecting a campaign consultant 
A listing of capital campaign consultants to consider 

1.  Strongly consider a consultant.  Studies–and real experience–support the conventional
wisdom that consultant-led appeals produce substantially greater results: on average, twice

what you’d receive if you did the appeal on your own.  But that’s only one outcome you can
expect. Done right, a capital or debt-reduction appeal can be a powerful tool for
congregational learning about personal stewardship that actually increases giving for “general
fund” or operational purposes, too. 

Some church members may express concern over the expense of professional guidance for
your appeal, but the greater return on the investment almost always makes mathematical
sense. The exception is when you only need to raise a relatively small amount. The definition
of ‘small’ varies by ministry, but if the project requires less than 40% of your annual income, it
might be able to be handled by a special offering or end-of-year drive rather than a full-blown
capital campaign. 

2.  Choose your consultant carefully. The benefits of a consultant are many, but only if you
choose the right person for your congregation’s culture, its beliefs and values. The ideal
consultant should rank highly in the “Three Cs”: competence, chemistry and commitment to
your goal.   
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Whenever possible, interview the actual consultant who’ll be leading the appeal.  Some firms
may send a marketing “pro” to the presentation, but it’s best to meet and get to know the
person who’ll be “your” consultant–ask for the opportunity to do so, even via Zoom or Teams,
before signing a contract. Truly, the role this person or team plays is critical to your
campaign’s success–and your in-person assessment of this person’s (or team’s) competence,
chemistry and commitment is the best selection tool you have.  

3.  Grace matters. In fact, grace matters a lot.  If your church preaches that we’re saved by
grace, not works, on Sunday mornings, you’ll want to be certain that your prospective capital
campaign consultant teaches that same message through the methods employed in the
weeks and months of your capital appeal. For Lutherans, the motivation for giving should
ALWAYS be an expression of gratitude for God’s abundant blessings, and NEVER guilt. 

You’ll want to be sure to explore these key questions: How does your prospective capital
campaign consultant motivate giving? Do their values align with your ministry’s values?  

4.  People support a big vision in a big way. Setting your sights–and expectations–too low
practically guarantees a lukewarm response. As the old saying goes, “Shoot for the moon.
Even if you miss, you’ll land among the stars." At the same time, setting an unrealistically high
goal brings its own perils–no congregation can afford the disheartened frustration of a failed
appeal! Goal setting is an art and a science. 

Ask prospective capital campaign consultants how they will assess your appeal’s likely result.
In addition to the typical basic math calculation (such as one, two or three times your annual
budget, depending on your circumstances), they should have some additional questions to
help you set an ambitious but realistic and achievable goal.  

5.  Listen FIRST! When was the last time your congregation’s members were asked about what
they hope and dream about for their congregation’s future?  Taking time for structured
interviews can reap many rewards–yes, the information can be helpful, but just as importantly,
your people will appreciate the time taken to listen to what’s on their hearts. This helps to
build consensus about what your appeal represents for your shared future.

Typically, your appeal leadership team will only get one opportunity to make its capital
campaign case to the congregation. How will your consultant become knowledgeable and
communicate effectively about the principles–and the subtleties–of your congregation’s
values, mission and yearnings for the future?  

6.  When raising funds, think outside the box–and perhaps even outside your walls. Consider
dedicating some portion (whether 10%, 5%, 20%) of funds raised to support some kind of
needed, innovative ministry. This ties funds raised not only to the prospect of expanded
ministry, but also to an actual ministry expansion!  

Some congregations have established a specialist-type staff position, with funding provided for
the three years of the capital appeal. Others have looked elsewhere–outside the
congregation–for a mission opportunity to support. This can be through your synod or ELCA
churchwide ministries (ELCA World Hunger, Lutheran Disaster Response), or through any
nonprofit that your congregation gets excited about (Habitat for Humanity, local shelters, etc.)
are good examples. This makes a great statement about your congregation’s values. 

Explore with your prospective appeal consultant their recommendations about using
additional, “non-capital project” incentives to your appeal. Is it a good idea or not?  What
experience have they had in this? 
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7.  We’re in this together–our appeal, our hands at work. Not every system for conducting an
appeal is the same. Many appeals feel that the best approach involves as many people as
possible, most in simple, manageable but meaningful roles that instill a sense of participation
and ownership. Even the simple act of providing a cake for an appeal meeting cultivates in
that person some measure of desire to see the appeal succeed.

Some questions to ask your prospective appeal consultant include: To what extent does their
system involve congregation members? If there are teams developed for that work, what kind
of training and support is provided? How is the overall appeal leadership structured,
organized and managed–and by whom? How much time do the various roles require of
individuals participating? 

8.  Insist on good follow-up. Your consultant should be willing to commit to providing meaningful
support throughout the appeal’s three-year contribution phase, whether by phone or in
person.   

Ideally, your consultant will become a part of the congregational “family.” Think of them as an
adjunct, part-time staff person–while the costs are typically paid in the first year, you should get
benefits for several years. If the firm offers additional services, such as stewardship
enhancement programs or strategic planning, you already have an excellent relationship with
someone the congregation trusts!  

Plus, a forward-thinking consultant will be working hard to maintain an active, helpful
relationship, knowing that for most ministries, a subsequent three-year appeal is likely–and
doing a good job on this appeal will increase the likelihood that your congregation will want to
hire them again. 

Make sure you’re getting maximum benefit from this professional’s insight and experience.
Ask in advance what their involvement will be throughout the full appeal giving period. Ask if
the firm offers additional programs which may be of current or future interest or value to the
congregation. 

9.  Consider all sources of funding—even outside of your membership. Congregations should
be able to reach outside of the membership for funds (grants, donations from community
partners, appeals to former members who moved away, etc.). Ask your consultant how they
would help you reach out to a diverse group of audiences and donors that might care about
what you’re up to. A good consultant will be able to help the congregation appeal to internal
and external funders alike. 

Capital Campaign Consultant Selection Guide 



PAGE 4

When interviewing and evaluating prospective consultants, here are some interview questions to
help you consider the fit.  

1.  How long has the organization been in business? 

2.  What types of client do they work with most often?  

3.  What is the background and training of the consultant who will be assigned to you? 

4.  How would the consultant describe their own values and motivation as related to giving,
particularly in the context of a congregational capital campaign?  

5.  On what basis is the consultant’s fee determined? 

6.  What is the fee structure? When are payments due? 

7.  What other costs, such as consultant travel, might there be beyond the consultant’s fee?
How will they be invoiced? 

8.  How often will the consultant be on-site, and for how long? 
 
 

9.  How often and by what means will the consultant be available outside of on-site visits for
consultation and at what cost? 

Questions for evaluating and selecting an appeal consultant 
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10.What is the general timeline for the appeal? (Typically, there are several phases: Preparation,
Private or Quiet, Public, Short- and Long-term Follow-up, and Contribution phases–though
terminology will vary–and some overlap with each other) 

11.  What expectations, including time commitment, do they have of your church staff and
pastor(s)? 

12.  What expectations, including time commitment, do they have of your church leaders and
members?

13.How are various appeal materials produced? Does the consultant provide examples and/or
initial drafts of documents?  Who is responsible for pre-press formatting?  Is the writing,
formatting and/or printing of documents included in the consultant’s fee? 

14.  What guidelines does the consultant use to determine a challenging but realistic and
achievable goal? 

15.  What was the consultant's most difficult campaign and how did they handle the challenges?

16.  What was the consultant’s most successful or satisfying appeal, and what made it so? 

17.  Are there congregations or ministries in the area with which the consultant has worked?
Have they worked with congregations in similar settings (theology, geographic and socio-
economic contexts?) Do they have references to provide? 
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As you consider next steps

Choosing a capital campaign consultant is an important step in preparing for a strong, faithful
and well-supported appeal. As your ministry considers its goals, evaluates potential partners
and discerns what comes next, the Mission Investment Fund is here to offer guidance,
perspective and support. Whether you are beginning to explore a campaign, preparing for a
building project or still shaping the right questions to ask, we welcome the opportunity to
connect and start the conversation.
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The Mission Investment Fund works with all kinds of ELCA ministries, many of which will seek
consultant services for conducting a capital appeal or other programs (strategic planning,
financial feasibility study, etc.) selected to enhance the prospect of their project’s success. 

Often MIF receives requests for contact information for consulting firms which have worked
successfully with ELCA ministries. The unranked list below provides a starting point for that
search. All of the companies listed serve church clients throughout the U.S. 

Ministries are encouraged to discover what other firms may be available to them, including
more locally, by contacting neighboring congregations or by doing an online search of
“church fundraising” or “church capital appeal firms.” 

Please note that a firm’s inclusion on, or exclusion from, this list should not be understood in
any way as an endorsement or recommendation by MIF.   

Capital appeal service providers

Capital Campaign Services Net  
Rev. Dr. Philip Reitz, Primary Contact 
206-310-3033 
www.capitalcampaignservices.net  
 
GSB Fundraising (Gronlund Sayther Brunkow) 
Mike Ward, Partner
828-674-2307 
https://gsbfundraising.com 

Kairos and Associates 
Jeff Kjellberg, President
800-851-3019 
www.kairosandassociates.com

Mark Davy & Associates  
Michael Davy, President
612-247-9960 
www.markdavyassoc.com 

The James Company 
John Clark, President
800-472-0535 
https://jamescompany.com
 
Walsh & Associates  
Michelle Sandquist, Director of Prospective
Client Services
952-882-9392 
https://walshfundraising.com 


