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What’s a Board Consensus, Really?
 This question raises a number of interesting issues.

How Much Money Should You Request 
in an E-Mail Campaign?

What’s a good first-time ask amount for an e-mail campaign?

Q: What is the exact definition of “board consen-
sus”? Our organization’s director recently fired 

an assistant, citing “board consensus.” But I’m on the 
charity’s board, and I was never consulted.

A:Ordinarily, a “board consensus” arises when 
all members of the board who are present at a 

meeting agree with a decision. Without an actual meet-
ing or a unanimous written consent (which may not 
have to be unanimous in a few states), the board can’t 
take official action. The director (assuming this is the 
equivalent of an executive director) may have con-
sulted some, although not all, of the board in making 
the decision and simply said there was a consensus. Or 
the consensus may have been obtained at a meeting at 
which you weren’t present.

Your question raises another interesting issue: Is 
board action necessary—or appropriate—to terminate 
an “assistant”? Ordinarily the board delegates hiring 
and firing authority to the executive director (chief ex-
ecutive officer) and evaluates the CEO, in part, on how 
the team does in carrying out the organization’s mis-
sion. 

Don Kramer, Editor
Nonprofit Issues

www.nonprofitissues.com

Q: We’re about to ask a large group of affiliated peo-
ple to begin giving to our organization on a year-

ly basis. We’ll be doing the solicitation via e-mail. For 
people who have never given before, and about whom 
we know very little, what’s a reasonable low-end ask? 

The strategy here is to get as many people as possible 
into the donor base, rather than to raise as much mon-
ey as possible. We’ve seen everything from $10 to $45, 
but don’t know how much difference it will make with-
in that envelope. Any thoughts on how to figure out 
what to ask for?

A: You and your organization live in cyberspace, 
the fantasy world of direct response fundraising. 

In direct mail, when we want to answer a question like 
this, we test. That means selecting an adequate num-
ber of names at random, splitting the group in half (or 
thirds, or fifths), and testing one suggested minimum 
gift level against the others by mailing a slightly dif-
ferent letter to each segment. In a mailing, this whole 
process could take months. Online—in your space 
—it can take as little as a day or two. So, my advice 
to you is: Test. Just be sure you know how to select 
statistically valid samples. (Call a statistician or a mar-
ket researcher at the local campus if you’re not sure.) 
There’s no telling what the market will reveal to you. 
For maximum response, the most effective “ask” may 
not be the smallest one. 

Mal Warwick, Chairman
Mal Warwick & Associates

    www.malwarwick.com
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For maximum response, the most 
effective “ask” may not be 

the smallest one.


