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Introduction

This paper discusses the idea that for Ontario’s colleges to meet the
intentions and legal requirements of their original mandates, they will need
to consider extending the scope of their advancement departments to
implement key components of both the Total Resource Development Model
(Worth, 2002, ascited by Barrette, 2013) and the Strategic Philanthropy
Model (Porter and Kramer, 2002). A delay in adopting these philanthropic
tenets may jeopardize the future evolution of the college system.

To set the stage for the analysis, the first section of this paper will
provide a brief history of the purpose and development of the college
system in Ontario with particular emphasis on their legal mandate. The
concept of access and social inclusion has attracted a myriad of students
with dissimilar-learning styles and challenges, with many requiring different
(and costly) levels of resource support (social, academic and financial). The
next section of this paper then briefly reviews college student demographics
and outlines the crucial relationship between the learner and resource
needs. These needs, including some that may have been unanticipated at
the inception of Ontario’s college system, are critical to realizing both the
legal and original intended mandate of the system, and to support learners
to successfully obtain their credentials. A review of the current college
funding system is also presented with the author’s forecast for future needs,
outlining the tense relationship between public and private funding.

In examining potential solutions to funding in higher education, Total
Resource Development (TRD) (Worth, 2002, ascited by Barrette, 2013) will
be put forth as an option that encourages the advancement departments to
look at alternate ways of developing revenue in addition to strictly
philanthropy. The TRD concept is then supplemented with the introduction
of Strategic Philanthropy (Porter and Kramer, 2002), through which colleges
can align their resources via the external donor (investor) viewpoint. The
final section of the paper explores a model called The Giving Matrix, in
which the author attempts to explore the relationship between altruistic
philanthropy versus financial contributions and their social / economic
impacts. This is an endeavor to provide a deeper understanding of how
colleges can organize their advancement departments to better attract
Strategic Philanthropy dollars.

The Historical Context of Ontario’s Colleges of Applied Arts and
Technology
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In 1967, the Honourable William G. Davis, then Ontario’s Minister of
Education, presented the Basic Documents to the legislature, which gave
birth to the Ontario college system. At that time, there was a substantial
need to train a new group of workers to enter the labour force due to a
number of factors including the explosion of the knowledge economy, the
creation of a larger labour pool, and the increase in the post-secondary
aged students. Minister Davis saw the need to create a different type of
post-secondary market with the concept of accessibility, inclusion and
community development in mind. In the Basic Documents, Davis stated, “we
must turn our attention to the post-secondary level, where we must create a
new kind of institution that will provide, in the interests of students for whom
a university course is unsuitable, a type of training which universities are not
designed to offer’(Basic Documents, 1967, p. 11).

Ontario was the third province that introduced the college system,
behind Alberta and British Columbia. This system was based on the
premise of “separate but equal,” compared to universities. Colleges would
be seen as terminal education, with an emphasis on vocational skills, from
which students would enter into the workforce immediately after graduation
— there were no pathways developed to transfer into universities, thereby
creating a binary system of higher education in Ontario. Parallel to Trow’s
(2010) theories relating to elite, mass and universal education, colleges
today can be seen as somewhere between mass and universal education.

The premise of Mr. Davis’ original idea of community colleges was that
colleges would provide access to community members to learn a vocational
trade or education, while still remaining geographically accessible to the
local population and thus serving the growing number of higher education
participants who were not university-intenders. There was also a very
important social thrust to the development of colleges; in addition to serving
the local community needs, Davis stated there were three primary
responsibilities of the community college (Davis, 1967, p. 13):

1. to provide courses of types and levels beyond, or not
suited to, the secondary school setting;

2. to meet the needs of graduates from any secondary
school program, apart from those wishing to attend
university; and

3. to meet the educational needs of adults and out-of-
school youth, whether or not they are secondary school
graduates.

At that time, he recommended 19 locations in which community
colleges would be established, one situated neatly in each community.

Dovetailing the original mandate of community colleges was the legal
act, which was established to regulate today’s 24 colleges. The Ontario
Colleges of Applied Arts and Technology Act states (Service Ontario e-laws,
2009):
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The objects of the colleges are to offer a comprehensive
program of career-oriented, post-secondary education and
training to assist individuals in finding and keeping
employment, to meet the needs of employers and the
changing work environment and to support the economic
and social development of their local and diverse
communities. 2002, c. 8, Sched. F, s. 2 (2).

The Ontario college system is based on access —social inclusion with a
need to generate job-ready graduates resulting in an increase in tax payers.
The very fact that colleges are situated in local communities means that
learners could physically access these learning institutions without huge
cost barriers, compared to university counterparts which were largely set up
as residential schools. Colleges were commuter schools that students could
attend and still hold part time jobs during the year. The tuition costs were
substantially lower than those of the universities (Ministry of Training,
Colleges and Universities, 2011). The college characteristics attracted a
different type of learner. Those who were not considered “university-bound”
or “main stream” attended college. These learners include, but are not
limited to, students who are from lower socio-economic backgrounds,
differently-abled, single parents, first generation, and Aboriginal students
who may be in need of additional services such as tutoring, ASL
interpreters, counseling, financial support, etc. There is much research
supporting family background and educational attainment, where a positive
correlation is directly linked to higher socio-economic status (SES) and
lower educational attainment is related to lower SES backgrounds (HECQO,
2009).

The additional academic and non-academic related support means a
higher level of resource requirement (and subsequently costs) for colleges
to deliver on their core and legal mandate. Given the demographics of
Ontario college students and the additional resource requirements to
support these learners, there is a unique challenge given the current
financial situation between the distribution of public and private revenues. In
a personal interview with the author on June 9, 2014, The Honourable
William G. Davis stated, “There are two issues with the College system
today, the first one is fiscal, and the second one is that colleges are
maturing...” This is indeed an interesting time in the history of Ontario’s
colleges.

Ontario College’s Student Demographics

According to the Colleges Ontario Student and Graduate Profiles,
Environmental Scan (2013), students are requiring ever greater support as
the social and academic climate evolves. Below are a few key
characteristics of today’s college students:

» Over 25% of the student population has a household
income of under $30,000' (contrasted with the poverty
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rate in Ontario for a “lone parent with one child” is
approximately $28,0001)

» Approximately 41% of students who entered into College
were non-traditional learners. This includes the following
applicants:

» Delayed (no prior PSE experience, but did not
enter directly from secondary school) — 22%

* Incomplete PSE (previous PSE experience,
without a completed credential) — 18%

* Less than High School — 1%

» Aboriginal students make up 2% of the overall student
population, and in some areas up to 10%

» Approximately 39% of students came from smaller
communities (Colleges Ontario, 2011)

* Non-traditional families (i.e., single parents)
» Students with disabilities
« First generation students

* New immigrants

All of these characteristics present different challenges for Ontario
colleges, each unique to their communities (i.e. Northern colleges have a
larger Aboriginal student population, while urban colleges have a larger
immigrant population). Due to the mission of colleges, there is a substantial
need to consider both the academic and non-academic supports related to
the delivery of education with the unique needs of the learners in mind. This
clearly puts upward pressures on funding that colleges are to meet.

Moreover, the ability for colleges to serve the original and legal
intentions of the system presents an interesting fiscal challenge. The growth
of the student population in Ontario has come to an all-time high — there are
approximately 200,000 (Colleges Ontario, 2013) full time students attending
colleges as of 2012 and there is a direct relationship between student
enrolment and public funding incentivizing colleges to expand through
growth. This results in an interesting dynamic, causing stress between the
publicly and privately funded aspects of a college education.

Private Dollars Versus Public Funding

In its most simplistic form, the overall funding system for Ontario
colleges is made up of two revenue categories: private dollars (i.e., tuition,
donations, revenue from endowment funds, etc.) and public funds (i.e.,
provincial grants, federal grants, etc.). The importance and distribution of
funds within these two areas has changed over the last few years. (It is
noteworthy that colleges were only legitimately allowed to raise funds
through donations as recently as 1996). Although the province has other
types of funding (i.e., capital), this paper will only review operating grants.
The chart below (Figure 1) categorizes private dollars and publicly funded
revenues of the college system.
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Revenue Sources of Ontario Colleges
Source: Colleges Ontario

Private ($) Public ($)
Regulated Tuition | Grant Revenue

Other student fees and ancillary | Apprenticeship, Classroom fee and
revenue | other tuition

Other Revenue (i.e., CONED, | Additional Cost Recovery Tuition
etc.)

Unfunded and international
tuition

) | ¢—

Figure 1 - Revenue sources of Ontario Colleges

The tension between private and public funding continues to be a
dilemma in today’s environment. Some may see post-secondary education
as a personal quest and the ultimate benefits are for the individual rather
than society; these believers may agree that the tuition fees should float as
the market requires, and the attender should bear the actual cost of their
education. Others see post-secondary education as a public good, and the
more educated Ontario’s citizens are, the more the province will benefit; this
group may see the government as the primary funders of education. This
paper does not intend to address this issue, however, the reality of the
situation is that the push on the private funding side is becoming
increasingly apparent.

It is interesting to examine the distribution of private dollars and
government funds to review the changes in the last five years (Figure 2).
(Data extracted from Colleges Ontario annual reporting).
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Distribution of Private and

Government Funding
Ontario Colleges 2007-2012

uuuuuu

””””” 2007-08 2008-04 2009-10 2010-11 2011-12
WPrivae | 43.90% 44 00% 44 0% 45.10% 47 70%
m Public 55.10% 56.00% 55.70% 54.90% 52.30%

B Frivae M Fublic

Figure 2 - Public and Private Revenue Sources of Ontario Colleges

As one can see from this chart, there is a slight year-over-year
decrease (with the exception of 2007/08 to 2008/09 — where the increase is
0.9%) in public funds and an increase in private contributions. Some may
call this a zero-sum game, where if one decreases, the other needs to
increase. This becomes an increasingly concerning picture if we were to
project out to 2020. The following projections are based on the

recommendations of the 2012 Drummond Public Sector Reform (Chapter 7,

Recommendation 7-1 and 7-18):

» Public contribution would increase by 1.5% per year
* Private contributions would go up by a maximum of 5%
per year

Based on the current socio-economic status of college attenders, it
would be unrealistic to turn to college students and families to make up the
financial gap through tuition increases.
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Anticipated Future State:
Distribution of Private and Government
Funding
Ontario Colleges 2014-21
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Figure 3 - Anticipated Future State of Public and Private Revenues of
Ontario Colleges

Total Resource Development and Strategic Philanthropy

Colleges need to be even more creative in finding different ways to
fund programs, capital expenditures and scholarships to meet the needs of
future college intenders — while still delivering upon the core and legal
mandate of the system.

A model of interest worth considering is Total Resource Development
(TRD) (Worth, 2002, as cited by Barrette, 2013). TRD is a concept related to
expanding Advancement Departments to look beyond the philanthropic
dollar to include other areas such as partnerships, supplier / vendor
relations, purchasing co-ops, etc. — new sources of revenue that can fit
either under the charity umbrella or be considered an alternate form of
revenue. There is also a new paradigm in the external corporate world,
utilizing philanthropy to yield both social impact and competitive advantage
for organizations: Strategic Philanthropy (Porter & Kramer, 2002). This is
defined as “True strategic giving, by contrast (to cause-marketing),
addresses important social and economic goals simultaneously, targeting
areas of competitive context where the company and society both benefit
because the firm brings unique assets and expertise” (Porter and Kramer,
2002, p. 58 Harvard Business Review). Simply put, organizations or donors
are looking to invest or donate in a relationship that will yield both a
competitive advantage and have social meaning.

Total Resource Development within the College Context
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Partnerships, corporate collaboration and philanthropy are
underdeveloped in Ontario’s colleges, compared to their university
counterparts (could be due to the shorter history of colleges). In order to
sustain the current and future fiscal situation, colleges will need to rethink
their strategies which may include TRD and Strategic Philanthropy.

There are a number of existing relationships colleges hold that could
bring different sources of non-traditional revenue into the books (e.g., strong
employer ties). Corporations are always looking for ways to provide
professional development opportunities for their staff. Colleges, in the past,
have done some corporate for-profit training; however, in the current
landscape, it is very difficult to compete with certificate / workshop courses
that are delivered by competing universities (e.g., Shulich). However, in re-
thinking the relationship, colleges have an abundance of interesting facilities
that could be used for experiential corporate retreats and team building
activities. These services / experiences could be bundled into “corporate
packages.” One example would be to offer day-long meetings or workshops
with a team-building cook-off at the end of the night in one of the college’s
culinary labs. There are a number of different bundling packages that could
be offered to generate revenue that is not currently part of the traditional
revenue stream.

Purchasing co-ops are another example of TRD. The 24 colleges in
Ontario could expand their already existing relationships with suppliers;
stationary, equipment, software (i.e. Banner — student information systems)
and service contracts are just a few examples of leveraging the massive
purchasing power to not only realize savings, but also to negotiate better
service and re-allocating the savings to other areas of need.

Ontario colleges were only legally permitted to participate in fundraising
activities since the mid-90s (Ministry of Training, Colleges and Universities,
1996). Prior to that, colleges largely depended on government funding and
tuition for ongoing operations. In the mid-90s, the government realized there
was a gap that could be filled by the private donor, and this allowed colleges
to be at fundraising-parity with the universities. Due to the fact that colleges
are still in their infancy stages in the philanthropic arena, this presents great
opportunities for the development of the advancement departments. There
are a number of areas that have much untapped potential compared to their
university counterparts:

» Students — a culture of philanthropy and giving back
could be embedded into programming and student life
initiatives from the day of entry. The expectation is not
that they would donate during their time as a student, but
to create an expectation that someday, they will be
approached to support their school (likely when they
become alumni). There are currently some programs
related to fund raising or special events that require
students to raise funds for a cause — another way in
which colleges are adopting hands-on learning. New
student orientations, intersession activities and
workshops could serve as a vehicle to develop a culture
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of philanthropy within the student body that spans after
graduation.

« Alumni — graduates of Ontario colleges could be a large
and important source of revenue. Alumni may be able to
provide a sustainable base of revenue through smaller,
frequent donations (e.g., $10 per month). There have
been some challenges with colleges “breaking through”
with this group, largely due to the short institutional
history and the resources required to capture the data
manually (going to through the last 30 years of paper
records prior to the launch of student information
systems). Technology is a key venue for today’s
graduates, and the new way to capture market share will
be through the different technological platforms
(Facebook, Twitter, online fundraising technology) and
innovative strategies embedded into a meaningful social
cause for today’s alumni. Colleges could become more
successful at capturing this group if they consider
leveraging technology platforms as a key part of their
strategy, and ensure the processes and systems are in
place to recruit potential alumni donors in the years to
come.

» Private donors — the historical altruistic donor is far and
few between today. Lester Salamon writes about the
challenges the not-for-profit (NFP) sector faces with
government cuts, resulting in user fees as replacement
costs, “(attracting) for-profit businesses into the
traditional fields of nonprofit action, creating a serious
economic challenge to this sector” (Salamon, 1999, p. 5).
The philanthropy department’s traditional goal is to
cultivate relationships with private donors who have the
capacity to give, resulting in a sizable donation to the
institution. Salamon would likely suggest that the trends
are changing. There is an appetite for the government to
leverage private dollars against certain funding
arrangements. For example, the Federal government
flows funds through the Natural Sciences and
Engineering Research Council (NSERC), the Centre for
Innovation (CFI) and Medical Research Council (now
known as the Canadian Institutes for Health Research -
CIHR) (Lang, 2001). In addition to meeting specific
eligibility criteria, some of these funding arrangements
only make grants available if there are private dollars to
be matched. This can become very attractive to the
donors, especially if they are interested in the areas of
research or programs that these matching dollars are
available. A cautionary note: colleges should consider
not entertaining new initiatives for the sake of acquiring
this type of funding, but align current strategic projects as
already identified as part of the business plan.

» Charitable foundations — according to the Philanthropic
Foundations of Canada, $85 million was granted to
Education in 2012 from their members. The private
charitable foundations are a huge market for Ontario
colleges. Development offices could think about the skills
and talents needed within the organization to win these
foundations over. The ability to write compelling grant
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proposals, applications, and aligning activities / programs
with the desired social impact is extremely important. The
size and scope of the Foundations in Canada can be a
meaningful source of philanthropic dollars.

» Legacy — the concept of leaving a legacy gift or bequest
is becoming increasingly popular. As baby boomers are
getting older, they are looking for ways to continue their
legacy beyond their lifetime. This may be in the form of
an endowed scholarship, the naming of a building, etc.
To start these types of relationships, it is important to
connect with the estate planning divisions of financial and
private institutions. Colleges can find out about the
different programs and promote their institution as an
area where one may consider leaving a legacy gift.

There is also a unique relationship between TRD and Strategic
Philanthropy. The development of a TRD concept within Ontario colleges
could fit perfectly together with an external organization’s Strategic
Philanthropy mandate. Aligning programming, capital needs and student
benefit with the need to develop talent, increase market share and gain a
competitive advantage - these two concepts could fit together like puzzle
pieces.

The Giving Matrix

Is there a happy meeting place between these concepts of TRD and
Strategic Philanthropy? What do institutional fundraisers need to do to
capture the attention of organizations (or individuals) to choose their cause?

With the concepts of TRD and Strategic Philanthropy in mind, this
paper proposes a concept called, “The Giving Matrix.” This idea is built upon
Porter and Kramer’s (2002) model of A Convergence of Interests. It
expands the axis to further explore the relationships between a donation /
investment and a social / economic return. It could serve as a tool to help
colleges assess the opportunities that may exist. When we look at corporate
giving, there appears to be a relationship between altruistic philanthropy and
investing for the purpose of financial gains. One can see this along a
continuum — on one side, you have altruistic philanthropy and the other, a
true financial investment. Layered along the matrix is the concept of social
impact and economic impact, again on a continuum. When these two
continuums are layered among each other in a matrix, it would look like the
following chart (Figure - 4):
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Financial Investments

A

Quadrant Quadrant
Social Impact [« =»| Economiclmpact
Quadrant Quadrant

A 4

Altruistic Philanthropy

Figure 4 - The Giving Matrix

Each quadrant would represent a degree of giving and the return on
that giving. To what extent is an organization’s or individual's philanthropic
dollar true philanthropy? Or is the giving strictly for financial gain? Ideally,
under the Strategic Philanthropy umbrella, a gift would yield both some form
of competitive advantage (for the donor) as well as positive social impact
(the cause). While adherence to legislative requirements is paramount (i.e.
Canada Revenue Agency), this paper does not intend to explore these
requirements. Each quadrant represents different types of giving, yielding a
different type of return:

* Quadrant A (top left) would measure the degree of
social impact gains while making a financial investment.
This quadrant would yield some form of financial and
social gain for the donor. For example, there is a courier
company in the greater Toronto region called, Turn
Around Couriers. This company only employs at-risk
youth to deliver parcels on bicycles in the Toronto region.
Their customers could use FedEx or other large courier
services; however, they choose to use Turn Around
Couriers because they are not only advancing at-risk
youth, but they are also friendlier to the environment as
the couriers are on bikes, and are non-polluting (not to
mention the health benefit to the couriers as they are
exercising regularly). The financial investment that
customers make is to purchase their service, but there is
a social impact on their investment. They are supporting
at-risk youth at advancing their careers and lives, they
are supporting less pollution in the environment, they are
helping people become healthier and getting their parcels
delivered on time.

* Quadrant B (top right) would measure the degree of
economic impact on financial investments. There is no
social impact in this quadrant. This is strictly a financial
investment made to yield financial returns. A general
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example of this would be to purchase stocks on the
market. A purchaser buys certain stocks in the hope that
it would yield a financial return. This quadrant is about
return on investment.

* Quadrant C (bottom left) would measure the degree of
social impact on altruistic philanthropy. This quadrant
would represent the historical context of philanthropy
(true altruistic giving for the greater benefit of society,
without a requirement of any recognition). Although rare,
it still happens today. In April 2014, Dartmouth College
received its largest anonymous gift in its history: an
outright gift of $100 million. Although the first $50 million
is intended to “strengthen Dartmouth’s academic
excellence” and to be used at the sole discretion of the
President, this stipulation could be arguably an
unrestricted gift (meaning the donor has not intended it
for any specific purpose). This recent monumental gift
would fit neatly into this quadrant. (As a point of interest,
Dartmouth College is a private institution; however, there
was a point in its history, back in 1769, when the state of
New Hampshire wanted to make it a public institution. It
was due to the original endowment contract establishing
the college that allowed Dartmouth to keep its
independent status through contract law. There was a
legal obligation for Dartmouth to keep its promise to its
donors; therefore, any intervention by the state was
prohibited).

* Quadrant D (bottom right) would measure the degree of
economic impact through altruistic philanthropy. An
example of something that would fit into this quadrant is
an altruistic donation that would help build a community
center, library or hospital that would generate jobs and
other businesses as density increases. Or a donation
that supports research projects that have the potential to
commercialize products or services creating an economic
return / impact. There is no expectation from the donor to
receive any benefits in return, including any form of
recognition, but there is a measureable dollar return
created by the donation.

This model is in its infancy stages and requires much more extensive
research to realize its full potential; however, this paper is intended to
provoke thought and debate. This is a start for Ontario’s colleges to rethink
their strategies and how advancement / development divisions are
structured. The ideal quadrant for any not-for-profit organization would be
highly dependent on the needs of each charity; however, for Ontario’s
colleges, it would arguably be somewhere in the A, C, and D quadrants or a
combination thereof. Ontario colleges could re-organize or grow their
internal advancement departments to reach the different donors (investors)
that the matrix may reveal as an opportunity. These departments could think
about aligning their resources to match the external donor’s strategic
philanthropy needs to gain both competitive advantage and social impact.
Short of this type of inclusive approach and understanding of both internal
changes and external needs, Ontario’s colleges may be leaving money on
the table.
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Conclusion

Colleges play an important role in advancing the socio-economic status
of individuals, communities, the province and arguably, the nation. The
original mandate and legal requirements of colleges attract a diverse type of
learner (different than any other post-secondary student) requiring special
academic and non-academic support that will help them be successful. The
current challenge, however, is how to fund the ever-changing needs of
students as the public dollar is decreasing every year and the private dollar
is required to make up the difference. Based on the SES of college
attenders, it is not realistic to expect that tuition will fill this funding gap.
Colleges need to look at different sources of revenues to expand the private
contribution to the college’s bottom line. A solution to consider may be TRD;
expanding the role of advancement departments to move beyond the scope
of altruistic philanthropy to incorporate other areas of revenue generating
opportunities. In order for college advancement departments to be
successful at their expanded roles, it is also important to have an
awareness of Strategic Philanthropy and how it can attract new donors to
the table. Colleges can then align their programs and ‘causes’ to attract the
strategic philanthropic dollar. A “Giving Matrix” is introduced to better
understand the cross section of philanthropy-investment and social-
economic impact. This matrix is in its infancy stages; however, it can be
used to start the conversation relating to how advancement departments
can steer their strategies to attract a different type of donor. Total Resource
Development in colleges will become increasingly important in funding the
future fiscal challenges of Ontario’s colleges in order to prevent the risk of
serious deterioration of programs, infrastructure and a quality education. As
Bill Davis said in a personal interview with the author, “There are two issues
with the College system today, the first one is fiscal, and the second one is
that colleges are maturing”. As we near the 50 year mark of the Ontario
college system, we have come to a pivotal moment where new and
innovative philanthropic strategies must be considered to meet the
inevitable funding shortfall.
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