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Chapter Three 

Literature Review 

 

Introduction 

A review of the related literature is best presented under the following headings: 

1. Creating a Philanthropic Culture 

2. Philanthropy in Japan 

3. Strategies for Fundraising among International Constituencies 

4. Development “Best Practices” for International Schools 

Each topic is summarized under its own subheading and an analysis across topics is 

presented in the chapter summary. 

Creating a Philanthropic Culture 

 In order to create a philanthropic culture, one must first be able to define and 

understand philanthropy, culture, organizational culture and philanthropic culture. Based 

on the Greek origins of the word, philanthropy means love of humankind. Robert Payton 

(2002) defines philanthropy “as voluntary action for the public good” (p. 26). The 

definition of philanthropy created in Tim Burchill’s class on the Perspectives in 

Philanthropy is: “Philanthropy is the voluntary giving and receiving of time and 

resources, frequently within an organizational context, directed toward charitable 

purposes and/or betterment of the quality of life” (Burchill, T., class lecture, July 2003, 

Saint Mary’s University of Minnesota). 
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 Payton believes that philanthropy is a right of those with a vision for a better 

society. He explains: “For organizations to reach their potential in action, they need 

resources. Philanthropy is a right. Voluntary association is a right. Fundraising is a right” 

(Payton, 2002, p. 26). 

Culture 

 Development practitioners at international schools in Japan need knowledge of 

both the national cultures in their school’s community and organizational culture. 

Without this background of cultural knowledge, development professionals will not be 

able to introduce a new cultural element — philanthropic culture — into their 

communities. 

 In order to discuss culture, it is necessary first to define it. Deal and Baluss (1994) 

define culture as “…the pattern of beliefs, values, practices, and artifacts that defines for 

its members who they are and how they do things” (p. 9). According to Deal and Baluss, 

the key elements of culture are values, heroes and heroines, rituals and ceremonies, 

stories, informal network, and history (pp. 10-11).  

 Hofstede and Hofstede (2005) agree with Deal and Baluss (1994) that symbols, 

heroes, rituals and values are key cultural elements. Symbols represent the most 

superficial cultural differences while values represent the core of the culture (p. 6). Based 

on their experience as professors of organizational anthropology and information 

systems, Hofstede and Hofstede define culture as “…the collective programming of the 

mind that distinguishes the members of one group or category of people from others” (p. 

4). Hofstede and Hofstede use terms such as “mental programs" or “software of the 

mind” to discuss culture (p. 3).  
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 Culture has multiple layers: national, regional, ethnic, religious, linguistic, gender, 

generation, social class, and organizational/departmental/corporate (p.11). “Culture is the 

unwritten book of rules of the social game that is passed on to newcomers by its 

members, nesting itself in their minds” (p. 36). 

 Alvesson (2002) defines culture as “…a system of common symbols and 

meanings” (p. 3). Alvesson elaborates, “culture is best understood as referring to deep-

level, partly non-conscious sets of meanings, ideas and symbolism that may be 

contradictory and run across different social groupings” (pp. 14-15). 

 Both Alvesson (2002) and Bolman and Dean (2003) observe that culture has a 

dual nature. According to Alvesson, culture on the one hand is useful “…for making 

complex interaction and coordination possible” but on the other hand has a “constraining 

and repressive side”(p. 170). Bolman and Deal observed: 

Culture is both a product and a process. As a product, it embodies accumulated 

wisdom from those who came before us. As a process, it is constantly renewed 

and re-created as newcomers learn the old ways and eventually become teachers 

themselves. (p. 244) 

Therefore, although culture comes from those before us, everyone has the ability to 

influence and change culture. 

  “Intended cultural change” is required for development professionals to introduce 

a philanthropic culture. According to Alvesson (2002), “Intended cultural changes call 

for creativity, insight, coherence, a combination of culture-focused and more substantive, 

material rearrangements and persistence” (p. 185).  
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 As part of the intended cultural change, development professionals will need to 

learn about philanthropy in various cultures in their community. According to Ilchman, 

Katz and Queen (1998), “…philanthropic acts become the preeminent means by which 

people attempt to realize their understanding of cultural values, to practice what their 

culture preaches” (p. x). Understanding philanthropy in a culture helps give a greater 

understanding of the culture as a whole. As philanthropy is influenced by specific 

cultures, 

Emphasizing the social and cultural roots of philanthropy enables us to see how 

philanthropic activities are related to people’s conceptions of a good society, or a 

good life....” (Ilchman et al, 1998, p. xi) 

Studying various cultures also allows us to discern how the concept of philanthropy 

differs in other cultures. 

 In addition to studying other national cultures, development professionals at 

international schools must gain intercultural competence and become skilled at 

intercultural communication. Brake, Walker and Walker (1995) have found four levels of 

cultural competence: open attitudes, self and other awareness, cultural knowledge, and 

cross-cultural skills.  

Open, receptive attitudes built on curiosity and a willingness to undertake 

continuous learning are the foundation for developing cultural competence. In 

turn, these attitudes facilitate the development of self and other awareness. To 

become useful, however, awareness needs to be grounded in knowledge of culture 

(general and specific), and that knowledge needs to be translated into skills for 

working across cultures. (p. 35) 
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To gain these skills, there are two types of intercultural communication training: country 

specific, and awareness training. 

 Country specific training tends to include learning the language of the country. 

Learning another language is especially important if you are a native English speaker. 

“Paradoxically, having English, the world trade language, as one’s native tongue is a 

liability, not an asset, for truly communicating with others” (Hofstede & Hofstede, 2002, 

p. 328). Language acquisition enables a person to “…understand the subtleties of a 

culture” and be less of an outsider (p. 329). Hofstede and Hofstede feel that, “learning at 

least one other language — whatever other language — is a unique ingredient of 

education of multicultural understanding” (p. 368). Awareness training, rather than 

focusing on a specific country, provides knowledge and skills that apply in any foreign 

environment (p. 360). 

Organizational Culture 

 There are many different, and often conflicting, theories on organizational culture. 

Bolman and Dean (2003) point out that “some people argue that organizations have 

cultures; others insist that organizations are cultures” (p. 243). Even though people 

cannot agree on the most basic concepts of organizational culture, they agree that it is 

important for leaders to understand organizational culture. Alvesson (2002) finds that 

“…organizational culture is a significant way of understanding organizational life in all 

its richness and variations” (p. 2) and how to “…navigate in and with the organization”(p. 

68). According to Bolman and Deal (2003), “culture is the glue that holds an organization 

together and unites people around shared values and beliefs” (p. 243). Deal and Baluss 

(1994) state that culture cannot be ignored in organizations because “…it is the force that 
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provides organizational members with a sense of meaning and identity, shapes behavior, 

and increases organizational stability and effectiveness” (p. 9).  

 The views on organizational culture of Alvesson (2002) and Hofstede and 

Hofstede (2005) seem most appropriate for this study because they both take into account 

the national culture. Alvesson proposes a “multiple cultural configuration view” that: 

…assumes that organizations can be understood as shaping local versions of 

broader societal and locally developed cultural manifestations in a multitude of 

ways. Organizational cultures are then best understood not as unitary wholes or as 

stable sets of subcultures but as mixtures of cultural manifestations of different 

levels and kinds (pp. 190-191). 

Therefore, the organizational culture at international schools is shaped by the culture of 

their host country as well as the many cultures represented in their communities. 

 Hofstede and Hofstede (2005) find that the influence of national culture plays a 

much larger role on organizations than organizational culture. They explain:  

The national culture impact on organizations is profound and affects both 

businesses and governments….Organizational cultures are mainly expressed not 

in members’ values but in more superficial manifestations, such as common 

symbols, heroes, and rituals. (p. 365) 

Bolman and Deal (2003) state that Hofstedes’ findings explain why managers’ and 

scholars’ assumption that a corporate culture can work in any culture leads to disastrous 

results (p. 249). 
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 Deal and Baluss (1994) discuss the significance of the organizational culture of 

nonprofit organizations. “Nonprofit organizations, perhaps more than private and 

governmental institutions, are culture driven. They tend to develop strong cultures as 

people work together for a cause and values to which they are deeply committed” (p. 11). 

According to Deal and Baluss, organizational culture is a “symbolic tapestry of meaning 

woven over time” that anchors a nonprofit organization by providing members with a 

shared identity (p. 6).  

 Deal and Baluss (1994) admonish development professionals and leadership to 

“…take this symbolic aspect of nonprofit organizations more seriously” (p. 7).  

More and more development professionals need to function as leaders as well as 

managers: they need to search for the vision and plot the course, develop the 

mission, and knit the symbolic tapestry that ties the organization together. 

Organizational culture is inextricably intertwined in everything a fundraiser does. 

Not paying attention to symbolic issues has its costs. (p. 7) 

Deal and Baluss feel that development professionals “…need either to assume important 

symbolic duties or to encourage others to play these roles” (p. 13). This is especially 

important because: “Gift giving is not something stimulated by cool facts and figures. It 

is an act of caring and compassion that is ruled by symbols and stories” (p. 11). 

Culture of Philanthropy 

What is a culture of philanthropy? According to Joyaux (2001), “a ‘culture of 

philanthropy’ refers to your organization’s attitudes toward philanthropy and fund 

development” (p. 53). When a philanthropic culture exists in an organization, all staff and 
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volunteers understand the importance of philanthropy and the connection between 

philanthropy and fundraising. 

Williams (1999) defines a philanthropic culture as “one that promotes 

philanthropy, and has no need to apologize for fund raising” (p. 16). According to 

Williams, “In a philanthropic culture there is always evidence of; 1) Mission language; 2) 

Ethical behavior; 3) A donor orientation; 4) Expressed values; 5) Integrated and applied 

principles; 6) Two-way communication strategies; 7) Volunteer partnering.”(p. 17). 

Williams concludes that in organizations with a philanthropic culture, “…there is a sense 

of pride in fund raising, but everyone’s preeminent objective is a ‘culture of caring’”(p. 

17). 

 Both Joyaux and Williams emphasize the importance of the presence of a 

philanthropic culture in effective organizations. According to Joyaux (2001), 

“philanthropy is part of the mission of the not-for-profit organization” (p. 53) and must 

be part of the organization’s culture. In fact, Joyaux emphatically states: “without 

philanthropy, not-for-profits cannot survive” (p. 53). Williams (1999) points out that, 

“notable differences exist between organizations that achieve success in fund raising and 

those that do not. But the primary and most obvious difference is the presence, or lack of, 

a philanthropic culture” (p. 16). 

 Horsley (2004) provides a description of philanthropic culture that relates to a 

school setting and offers a comparison with corporate culture. 

Everyone in your organization should be aware of and involved in your fund 

finding campaign. A famous fast food chain trains their staff so that, from the 

head to the cooks and servers, when asked the question, ‘What do you do?’ all 



Strategies for International Schools in Japan   34  

give the same reply, ‘I make hamburgers’. This clearly demonstrates the mission 

of the organization. As potential donors come to visit your site, they will ask 

questions, and everyone should be able to give the right answers. In a school 

setting, students should be told about the campaign and why it is necessary. Even 

elementary students understand end results like new equipment, building, and 

field trips. (p. 24) 

 Therefore, in order to succeed and ultimately survive, a culture of philanthropy 

must be part of the organization’s culture. Williams (1999) explains that: “in an 

environment where the job of fund raising belongs to only a few people, philanthropy 

cannot thrive. To raise the kind of resources that organizations will need in the future, it 

will take a carefully crafted philanthropic culture” (p. 16). Joyaux (2001) agrees that both 

philanthropy and fund development “…belong to the entire organization. Every 

individual. Every department. All volunteers” (p. 1).  

 Mussoline (1998) agrees with both Joyaux and Williams that fundraising must 

belong to everyone in the organization. 

Strong fundraising organizations understand that all staff, from the receptionist to 

the executive director, have a role to play in the process. How a caller is greeted 

on the phone, how their gift is acknowledged, and what they see when they tour a 

program site all affect the relationship that the prospective donor develops with 

the organization. (p. 6) 

 Joyaux (2001) finds that organizations with a culture of philanthropy understand 

three things: “the value of organizational culture; the importance of philanthropy; and the 

inextricable link between philanthropy and fund development” (p. 53). Joyaux offers the 
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following eight questions for an organization that wants to build a culture of 

philanthropy: 

1. How do people in my organization define philanthropy? How do they define 

fund development? What are the differences in thought and attitude when 

describing the two functions?  

2. What is organizational culture and how would the people in my organization 

define our culture? 

3. What effect does organizational culture have on our organization’s operations 

and effectiveness? 

4. What effect does our organizational culture have on philanthropy and fund 

development? 

5. What are our values regarding philanthropy and fund development, and how do 

we develop systems and processes to reinforce these values? 

6. How can we enhance our organizational culture to reflect our values? 

7. How can we engage staff and volunteers in meaningful conversations to foster 

a culture of philanthropy? 

8. How can we modify these questions and add more questions? (p. 54) 

Dean offers five questions to determine whether or not the nonprofit organization 

has a philanthropic culture and the elements of a climate of giving. “1. Does philanthropy 

have a prominent place in your strategic plan?” (¶3). “2. Do board members share 

fundraising responsibility with development staff? (¶4). “3. Is the organization perceived 

favorably by the community it serves? (¶5). “4. Is the executive director or chief 
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executive officer a major proponent of your philanthropic agenda? (¶6). “5. Is 

philanthropy visibly evident throughout the organization?”(¶7).  

 Faced with the lack of a philanthropic culture, some development professionals 

may be tempted to look for work at a different organization. Williams (1999) states that 

although organizations without a philanthropic culture can raise money, “…the job of 

fund raising will be very lonely, and probably lack satisfaction” (p. 16). Mussoline (1998) 

finds that both large and small nonprofits that “do not integrate fundraising into all 

aspects of their work see a high rate of turnover among development professionals” (p. 

6). Mussoline feels that this high turnover is caused because “the culture of the 

organization is an area over which the fundraiser has little control” (p. 6).  

 Alvesson (2002), who discusses “intended cultural changes,” believes that 

organizational culture can be changed (p. 185). Facilitating cultural change takes great 

effort, but it is possible. The creation of a philanthropic culture takes time: “it could take 

anywhere from two to six years to have a significant influence on the shaping of a culture 

— if all goes well” (Williams, 1999, p. 16). Therefore, development professionals will 

have to decide whether or not they are willing to make that effort. 

 Williams (1997) states that being a “catalyst of social change” and serving as a 

“change agent” are two of the duties of a philanthropic fundraiser. Other roles of the 

philanthropic fundraiser include “facilitator of the philanthropic process,” “conscience of 

the charitable mission,” “advocate for the cause and the profession,” and “steward of the 

philanthropic process” (p. 25).  
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 As facilitators of the philanthropic process, development professionals must 

understand that development,  

…is an indirect profession, practiced through others. We must recognize the 

important of teaching others — executive directors, board members, volunteers, 

and professional staff — about the role of philanthropy in the institution and the 

place they hold as members of the fund-raising team. (Williams, 1997, p. 26) 

Part of the education process includes encouraging “others to give and to volunteer their 

time to deserving causes — not just our own” (p. 26). In addition, philanthropic 

fundraisers must “…continuously demonstrate that philanthropy is more about receiving 

money than raising it” (p. 26).  

 Williams (1999) finds that engagement, education, and experience are required to 

develop a philanthropic culture. “[Philanthropic cultures] grow from the influence of a 

few people who are willing to promote philanthropy as a donor-focused activity and shift 

the focus from quantitative measures to quality relationships (connecting with everyone 

inside and outside the organization)” (p. 16). Although philanthropic fund raising must be 

donor-focused, it must also “…always be in balance with the interests and concerns of 

the recipient”(p. 17). 

 Jeavons (1994) agrees with Williams that it is the responsibility of development 

professionals to educate people about philanthropy and cultivate their critical 

compassion. 

It is surely to the benefit of particular philanthropic institutions, as well as 

philanthropy more broadly, if we undertake fund raising in ways that cultivate 

thoughtful habits of giving, rather than evoking purely emotional responses.  
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The former helps foster the continuation and enrichment of morally and socially 

responsible philanthropic practices; the latter too often undermine such practices. 

The former represent a truly critical compassion; the latter do not. (p. 16) 

Educating people about philanthropy will help ensure that the philanthropic tradition 

continues. 

Philanthropy in Japan 

The non-profit sector in Japan is a mirror of Japanese society, and a product of its 

complex history. Therefore, in order to understand the way the nonprofit sector is 

defined and located in contemporary society, it is useful to examine its history. 

(Amenomori, 1997, pp. 189-190) 

In this study, the discussion of philanthropy in Japan will begin with an explanation of 

Japanese culture and society before moving on to the history of Japanese philanthropy, 

Japan’s culture of giving, and strategies for fundraising in Japan. 

 According to Brake, Walker and Walker (1995), “Balance, harmony, order, and 

the establishment of correct relationships are of deep significance in those Asian 

countries most influenced by Confucian China: Korea and Japan” (p. 98). Carrol and 

Gannon (1997) agree that harmony (wa) is a key element of the culture. “The orientation 

toward harmony motivates Japanese [people] to do all they can to minimize interpersonal 

and intergroup conflict in the organization” (p. 106). The desire for order and the proper 

way of doing things (shikata) makes Japan a very rule oriented country (Carrol & 

Gannon, p. 105).  
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 Communication is essential in the establishment of relationships. Japan is a high 

context culture where people communicate indirectly. “In high context cultures, 

individuals can communicate a great deal with just a few words because everyone knows 

what to expect” (Carrol & Gannon, p. 104). In Japan, people can infer things by 

situational clues, body language, seating positions and status differences without anything 

being spoken. 

 Japan is a collective society where the group, and group harmony, is more 

important than the individual.  

‘Yokonarabi-ishiki,’ which literally means ‘being conscious of standing side-by-

side,’ expresses ‘the preference to be the same as others (or the same as ‘one’s 

group’), and explains the common Japanese tendency to see one’s identity in 

terms of one’s group or one’s colleagues, and to seek similar standards as others. 

(Matsubara & Todoroki, 2003, p. 24) 

Carrol and Gannon explain that wet rice agriculture, which requires the cooperation of 

the group for irrigation, helped create this collective, group mentality in the Japanese 

people (p. 105).  

 Joseph (1989) makes an interesting point about the Japanese group mentality and 

philanthropy: 

The Japanese, for example, are much more likely than Westerners to operate in 

groups, or at least see themselves as operating this way.  Where Westerners may 

at least put on a show of independence and individuality, most Japanese will be 

quite content to conform in dress, conduct, style of life, and even thought, to the 

norms of their group. There are signs of change in modern Japan, even 
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convergence with the West, but the attitude toward both the group and private 

philanthropy will continue for some time to reflect the older, deep-rooted, 

unconscious belief that it is the group — as now represented by the government or 

business corporation — rather than the individual that has the responsibility for 

the common good. (p. 161) 

 In group-oriented Japan, relationships are defined by the mutual obligation rules 

of on (obligation and indebtedness) and giri (duty). The rules apply to relationships with 

parents, teachers, relatives, close neighbors and business associates. On and giri are 

“…terms which refer to the idea of being in debt to others and having obligations to 

others for past favors received” (Carrol & Gannon, 1997, p. 107). According to Tucker 

(1998), the concept of on and giri “…is intended to create a familialism of behavior 

patterns reinforcing group harmony” (p. 171). Furthermore, “The notion of reciprocal 

obligations and responsibilities involved in human relations, particularly in giving and 

receiving, has created an elaborate hierarchy of exchange etiquette in Japan” (Tucker, p. 

171). Development professionals in Japan must be aware of mutual obligations because 

their work relies heavily on relationship building. 

 Another key concept about Japanese culture is gambare, which roughly translates 

as to endure and do one’s best. According to Matsubara and Todoroki (2003),  

 Japanese have a tendency to compare their situation with others who are in worse 

straits and yet who still have hope, are upbeat, and are making efforts to improve; 

this allows them to say ‘that person is doing their best, so I should do my best.’  
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This can come to make them ‘feel encouraged,’ while at the same time also 

helping those who are able to make contributions feel ‘grateful’ for their situation, 

and for them to thus feel a high degree on contentment with their lives. (p. 23) 

The concept of gambare influences all aspects of Japanese life including philanthropic 

giving.  

 The discussion of Japanese culture will conclude with two ideas that strongly 

influence Japan’s culture of giving: intoku-youhou (secret act of charity) and hinka no 

ittou (widow’s mite) (Matsubara & Todoroki, 2003, p. 23). According to Matsubara & 

Todoroki (2003),  

‘Intoku-youhou’ is a proverb that means ‘good deeds done without recognition 

(‘intoku’) will bear good results known to society.’ This concept, derived from 

ancient Chinese thought, reflects the view that if one secretly performs a good 

deed, a good social result will surely occur later. This concept was transmitted to 

Japan through Buddhist and Confucian teachings and the phrase has been used 

commonly since the medieval period. This has led to the view that it is a good 

thing to perform a good deed without recognition, but that it is a negative thing to 

deliberately inform people of one’s good deeds.” (p. 23) 

Another aspect of intoku-youhou is that the Japanese believe it is valuable to regularly 

perform small good deeds.  
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 The second concept is that of hinja no ittou (widow’s mite). According to 

Matsubara and Todoroki (2003), 

Another concept shared by Japanese people that would similarly place value on 

contributions of small amounts of money is that of “hinja no ittou,’ or the 

‘widow’s mite.’ This is a concept passed down through Buddhist teachings that it 

is more valuable for a poor person [such as a widow] to give a small contribution 

while truly caring about something than it would be for a rich person to contribute 

a large sum without sincerity. While it can be seen that this concept has 

contributed greatly to the widespread practice of making small donations, it may 

also at the same time have been responsible for restraining the size of 

contributions people choose to make. (p. 23) 

 History of Philanthropy in Japan 

 Frost and Frost (1999) offer a helpful overview of the history of philanthropy in 

Japan: 

 The not-for-profit sector in Japan has its historical roots in the country’s cultural 

and political system and goes back hundreds of years before its formalization in 

the twentieth century. During its long evolution — from religious-based charity to 

merchant-driven public funds to quasi-independent citizen groups — private 

philanthropy gradually took shape. (p. 208) 

Due to the collective nature of the society, “the Japanese people are very cooperative and 

helpful to each other, and throughout the ages giving and volunteering has been a part of 

Japanese life” (APPIN, 2003, private giving and volunteering, ¶1). 



Strategies for International Schools in Japan   43  

Religion has also played a significant role in philanthropy in Japan. According to 

Matsubara and Todoroki (2003), “Since antiquity, the construction of Japanese Shinto 

shrines and Buddhist temples has been made possible through contributions, and 

Japanese communities have been sustained through the mutual support of their 

members.” (p. 10).  

A Buddhist monk who founded educational facilities and irrigation ponds may be 

the founder of Japan’s nonprofit sector. “Kukai, the monk who brought the Shingon sect 

of Buddhism from China in the ninth century, can be called ‘the founder of Japan’s 

private nonprofit, or third sector” (APPIN, 2003, History of the third sector, ¶ 2).  

Buddhism, in particular, has influenced philanthropy since the late sixth and early 

seventh century when the Prince Shotoku built temples. According to Frost and Frost 

(1999),  “During this period, and for hundreds of years afterward, Buddhism was both the 

impetus and progenitor of private giving” (p. 208).  

 According to Harris (2001), “Buddhism holds the belief that the basis of all life is 

suffering, and, until that is completely accepted, there can be no happiness. Buddhist 

charity takes this into account by first relieving suffering” (p. 951).  An example of 

charity to relieve suffering occurred in the seventh and eighth centuries, when 

“benevolent nobles and high-ranking monks” from large Buddhist temples established 

hospitals and charities (Amenomori, 1997, p. 190).  

 Buddhist temples funded charitable causes by conducting fundraising drives, 

known as kanjin. “Kanjin is considered to be one of the major indigenous forms of 

Japanese fundraising efforts” (Amenomori, 1997, p. 190). Kanjin raised money for 

causes such as orphanages, homes for the aged, or for making castings Buddha’s image. 
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By the Edo era (1603-1867), Japan had evolved from an agricultural, feudal society into 

an urban and commercial society. “This transformation helped in the creation of many 

wealthy merchants who started to donate generously in various private charitable 

activities” (APPIN, 2003, History of philanthropy, ¶3). Osaka merchants funded private 

tutorial schools, known as shinjuku that taught classical literature and Western learning.  

 Outside of the large cities of Osaka and Edo, Buddhist temples operated 

something similar to the shinjuku.  At terakoya (temple schools), Buddhist monks taught 

writing, reading, and abacus at the local temples. By the end of the Edo period, there 

were 10,000 terakoya all over Japan. These were attended by 40% of boys and 10% of 

girls (APPIN, Edo, ¶7). According to Amenomori, terakoya “…paved the way for the 

modern educational system, established under the Meiji regime in the late nineteenth 

century” (p. 191). 

 In addition to Buddhism and Shintoism, there was also a brief period where 

Christianity influenced philanthropy in Japan. In the Edo era, Christianity was banned in 

1638. Prior to this, Jesuit missionaries conducted charitable activities such as founding 

nursing homes and leprosy hospitals. Jesuit missionaries also created social service 

groups, known as Misericordia, who regularly collected donations for charitable causes 

(Amenomori, 1997, p. 191). In the nineteenth century, the Jesuits were allowed to return 

to Japan and they established missionary schools. 

 In the Edo era, the first example of large-scale organized philanthropy in social 

welfare and relief occurred in 1829. Nawa Suburoemon Sukenari, a castle merchant, 

made a donation to the feudal lord to alleviate poverty and care for children in the Akita 

region. This initial donation was followed by contributions from 191 other donors and led 
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to the creation of Kan’onko (a community foundations) in the Akita area (Frost & Frost, 

1999, p. 209). During this period, the shogunate and provincial landlords were the main 

providers of public good, especially social services (Amenomori, 1997, p. 191). 

 The Meiji era, from 1868-1912, was a time when Japan was trying to become 

strong to resist the threat of Western military expansion in the East. The Emperor was the 

head of both the spiritual and power hierarchy. “Under this hierarchical social structure, 

there was little room for genuine private organizations” (APPIN, 2003, Meiji, ¶ 2). The 

Meiji era was also a time of modernization. Many industrialists built their fortunes and 

then began philanthropic activities (Matsubara & Todoroki, 2003, p. 10). 

 The Civil Law of 1898 established the legal basis for incorporating public-interest 

corporations (koeki hojin) and the regulation of the non-profit sector. The government 

strictly regulated both the establishment of public-interest corporations and supervised 

their activities. “During the more than one hundred years that have passed since the 

establishment of this system, Japan’s nonprofit sector has therefore been under the 

control of the government” (Matsubara & Todoroki, 2003, p. 1, ¶3). 

 In 1911, the Meiji Emperor donated ten million yen to create the Onshi-Zaidan 

Saisekai (imperial relief association). The first example of organized private philanthropy 

in post-isolated Japan, the association’s purpose was to provide medical assistance to the 

poor. The Emperor also encouraged provincial governors and industrialists to make 

donations (Amenomori, 1997, p. 192). 

 From 1930-1940, Japan was under a military dictatorship and all nonprofits were 

“…subordinated to the State” (Amenomori, 1997, p. 192). In 1934, Mitsui Corporation 

established a foundation with a 30 million yen endowment, the Mitsui Ho-on Kai, to aid 
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public works and social welfare. The foundation continued until the end of World War II, 

when it was closed with the belief that it was demonstrating nationalist loyalty (Tucker, 

1998, p. 189). 

 After World War II, Japan was in ruins and the economy was devastated due to 

war and the dissolution of the powerful economic groups (zaibatsu). Japan became a 

welfare state. The Allied Occupation was attempting to democratize society and the 

Constitution was created. “One factor that greatly altered charitable giving under the new 

postwar system was the new Constitution adopted under the postwar Allied Occupation.” 

(Matsubara & Todoroki, 2003, p. 10).  

 The Constitution prohibited public support of charities not controlled by the state. 

Non-profit organizations had to meet minimum standards to offer services for the state. 

“That nongovernmental organizations would provide social welfare services supported by 

public donations or business activities was seen as something that should be avoided” 

(Matsubara & Todoroki, 2003, p. 11). Therefore, donations became a stopgap measure 

until non-profit organizations could get government fees. “The conducting of revenue-

generating activities and seeking donations were therefore seen as a transitional phase 

necessary only in order to achieve these minimum government standards” (Matsubara & 

Todoroki, 2003, p. 11). 

 In 1947, the United States Occupation authorities and Japan’s Health and Welfare 

Ministry established a Community Chest  (chonai-kai) system. “The basis of the chonai-

kai is the concept of tonari-gumi or ‘neighbours ties’ which has been instrumental in the 

creation of Community Chest since 1947” (APPIN, 2003, History of Philanthropy, ¶ 5).  
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After the establishment of the Community Chest system, door-to-door fundraising and 

soliciting on the street became common fundraising methods. (Matsubara & Todoroki, 

2003, p. 11).  

 In the 1950s and 1960s, large corporations created foundations to give money to 

science and technology related causes to stimulate Japan’s modernization and catch up 

with the West. The conservative corporate foundations contrasted sharply with the anti-

establishment social movements like the peace, anti-nuclear and human rights 

movements. According to Amenomori (1997), “The split between a politicized segment 

of associations and social movements on one hand, and the corporate world of grant 

making foundations on the other, impeded the common development of the nonprofit 

sector in Japan” (p. 193). 

 During the rapid economic growth of the 1960s and 1970s, the public criticized 

Japanese corporations for environmental pollution, the rise of land and stock prices and 

of pursuing self-interests. “In response, the term ‘corporate social responsibility’ came 

into the vocabulary of business leaders, which led to the establishment of corporate 

foundations and increase in corporate giving” (APPIN, 2003, History of Philanthropy, 

¶6). The creation of Japanese corporate foundations is “…one of Japan’s most significant 

philanthropic developments…” (History of Philanthropy, ¶6). 

 In the mid 1980s and early 1990s, Japanese companies began to invest in 

countries around the world due to the combination of a weak dollar and a strong yen. As 

United States nonprofits looked to Japanese corporations for support, American 

nonprofits educated the corporations about corporate citizenship and corporate 

philanthropy (Deguchi, p. 4).  
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 According to Amenomori (1997), 

It was argued that while continuously expanding business overseas, Japan had not 

taken on broader responsibilities and was not urged to make a greater contribution 

to the international community. Moreover, the significant wealth accumulated in 

Japan since the 1960s and especially in the latter half of the 1980s may also have 

been a factor contributing to the expansion of nonprofit activities and 

philanthropy. (p. 189) 

During the early 1990s, many companies also began to establish corporate philanthropy 

departments.  

A very important year for philanthropy in Japan was 1990. One reason is because 

of the establishment of the Osaka Community Foundation (Deguchi, 1994). Another 

reason is that the Keidanren (Federation of Economic Organizations) established the 

One-Percent Club, modeled after similar clubs in the United States. All corporate 

members agreed to donate one percent of pre-tax earnings to charity. In addition, 

executives pledged to donate ten percent of their own salaries to the charity (Tucker, 

1998, p. 191). The Association for Corporate Support of the Arts was also established in 

1990.  

The Great Hanshin Earthquake of January 17, 1995 that killed 5,000 people led to 

a volunteer boom in Japan. At first, the Japanese government was highly ineffective in 

dealing with the disaster and volunteers rushed to help the victims. One and a half million 

volunteers rushed to aid the city of Kobe and contributed 170 billion yen to the cause 

(Deguchi, p. 5).  
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This volunteer boom “…marked a historic shift in the relationship between civic 

groups and the government since 1945” (Frost & Frost, 1999, p. 208).  

To begin with, the volunteer boom following the Kobe quake showed the nation 

that it was possible for ordinary citizens to involve themselves in the public 

sphere….In Japan, where public affairs have long been regarded as the special 

preserve of government and off-limits to private citizens, it was an epoch-making 

realization. 

 For centuries the Japanese were taught, as a basic part of their value 

system that ‘those below’ should refrain from interfering in the duties of ‘those 

above.’ This belief, long embraced by both government and the masses, was 

summarily shattered by the activities of 1.5 million volunteers after the Kobe 

earthquake. (Deguchi, pp. 5-6) 

 Due in large part to the volunteer boom, the Law to Promote Nonprofit Activity, 

otherwise known as the NPO Law, passed in March 1998. The law allowed grassroots 

organizations to become NPO corporations exempt from taxes (Deguchi, p. 7).  

Unincorporated grass-roots groups and the Japanese Diet, composed of the House of 

Representatives and the House of Councilors, jointly designed the NPO Law.  

“In Japan, where almost all legislation is drafted by bureaucrats, the submission and 

passage of a bill drafted jointly by Diet members and ordinary citizens set a new 

precedent” (Deguchi, p. 7).  
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 The NPO Law significantly weakened the government control and decreased 

bureaucracy.  

A critical element of this new legislation is that the government authorities can no 

longer exercise power of approval (ninka) of incorporation over the third sector 

organizations simply at their discretion, with no objective criteria….Also, unlike 

in the past application procedure, the NPOs and NGOs applying for incorporated 

status are no longer required to be endowed with ¥300 million in assets 

(approximately US$3 million). (APPIN, Third Sector Legal Environment: 

Incorporation, ¶11). 

In 2001, another law was created to benefit the non-profit sector in Japan. The law 

enables a nonprofit organization to become an “Approved Specified Nonprofit 

Corporations” (Nintei NPO Houjin) and receive tax-deductible contributions. “With the 

emergence of such tax deductible NPO Corporations, interest in public giving is rapidly 

increasing in Japan. This indicates that Japan is beginning to confront the challenge of 

how an independent and self-sustaining nonprofit sector not dependent on government 

can be sustained” (Matsubara & Todoroki, 2003, p. 2, ¶4). 

 In December 2002, the NPO Law was revised to give nonprofits more flexibility 

with their budgets. Itoh (2003) explains:  

In terms of governance, a significant step forward was taken with the elimination 

of budgetary regulations. Before the revision, NPOs were not allowed to deviate 

from their budget, leaving no room for unforeseen developments in their activities 

once the fiscal year commenced or flexibility to reallocate funds on either the 

giving or receiving side. (p. 169) 
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 Despite these changes, today’s non-profit sector in Japan is still highly influenced 

and regulated by the government. According to Francisco-Tolentino (2002),  

In Japan, for instance, despite the passage of the Non-profit Law as a result of the 

government’s recognition of the value of non-profit organizations, the fact is that 

it continues to be difficult for non-profit organizations to gain recognition from 

the government as a separate sector, as government continues to exercise undue 

control over non-profits. (p. 7) 

Itoh (2003) points out the irony “…the government has been promoting measures in 

support of creating a more enabling environment for other types of civil society 

organizations alongside measures introduced to strengthen its control over public interest 

corporations”(p. 168). 

 The government control even influences fundraising in Japan. A major distinction 

of fundraising in Japan “…is the existence of fundraising intermediary organizations 

closely linked to the government” (Matsubara & Todoroki, p. 14). Due to the 

intermediaries channeling funds through government agencies, “only a very small 

fraction of the funds donated go to nonprofit groups….In Japan, very little money is 

donated to philanthropic causes overall, and NPOs play only a minor role as recipients of 

this giving” (Deguchi, p. 8). The Community Chest is Japan’s largest intermediary 

organization raising over $200 million in 2001. The donations are pooled at the 

prefectural level and then distributed to nonprofits approved by the government. 

 In a study of the nonprofit sectors of 22 countries, Japan has one of the largest in 

size, but the sector is small in relation to the overall Japanese economy (Yamauchi, 

Shimizu, Sokolowski, & Salamon, 1999, p. 247). Japan’s non-profit sector has two parts: 
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the official sector with organizations that hold official government approval and the 

unofficial sector with informal groups not registered with the government.  

 What is the future of philanthropy in Japan? Tucker (1998) explains that a 

humane and benevolent government that cares for all the needs of the people is a 

Confucian ideal.  Therefore, philanthropy was the responsibility of a benevolent 

government, not of individuals (p. 188). “Because of the strong role of the government in 

assuming responsibility for public service and social welfare, philanthropy in Japan will 

probably grow at a somewhat modest rate” (Tucker, 1998, p. 191). In conclusion,  

“Philanthropy in Japan is still a concept in formation as organizations learn how to ask 

for support and develop the capacity to use it, and the government provides less 

restrictive and more attractive opportunities for giving” (Frost & Frost, 1999, p. 222). 

 Japan’s Culture of Giving 

 There are many contradictions when discussing Japan’s culture of giving. 

According to Francisco-Tolentino (2002), Japan “…does not have strong tradition of 

individual giving because of a very strong governmental presence” but “…77% of 

Japanese households claim to have given contributions to various charitable causes, this 

figure being higher than the U.S. average of 70%” (p. 3).  

According to Frost and Frost (1999), “It is interesting to note that Japanese 

individuals tend to give at roughly the same percentage as their American counterparts,” 

despite the tax situation and “…the relative inexperience of Japanese not-for-profits in 

fund raising” (Frost & Frost, 1999, p. 226). 
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 The Japanese government does not make it easy for individuals to make 

donations, but “the majority of giving is directed to organizations that are administered 

by the government or that have been established by the government” (Matsubara & 

Todoroki, p. 19). Japanese give mainly to the Community Chest (a government 

established and administered organization), temples and shrines, the Japan Red Cross (a 

government established and administered organization), and the Green Fund. However, it 

is “…burdensome for Japanese tax payers to make use of the tax deduction system” in 

order to receive any benefit (Matsubara & Todoroki, p. 7). In Japan, individuals normally 

do not have to file taxes, but are required to do so in order to receive tax deductions on 

their charitable gifts. 

 There are differing views on individual giving to the non-profit sector in Japan. 

According to Frost and Frost (1999), “In light of the limited tax benefits donors receive, 

individual contributions have played an astonishing role in promoting this unique 

segment of Japan’s third sector” (p. 219). However, other sources find individual giving 

to be not significant. According to APPC (2001), “As has been the case for many years, 

individual giving has remained an insignificant factor in the overall philanthropic 

landscape” (p. 2).  

 There is a consensus that the average contributions made by Japanese citizens are 

very small. According to the 1999 Annual Report on Family Income, the average 

contribution of a family of two or more was ¥3,200 [$30] per year and the average single 

person donates ¥2,900 [$27] per year. Average amounts given in the United States are 30 

times higher (APPC, 2001, p. 5). In Japan, “the volume of private contributions in terms 
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of the percentage of people’s income is, however, very low, and has been decreasing in 

recent years” (APPIN, 2003, Private giving and volunteering, ¶2).  

 Matsubara and Todoroki, APPC, APPIN offer many theories about the low 

contribution rates. There is no tradition of charity. Japanese individuals rely on the 

government to take care of their well-being. Japan does not have extremely wealthy 

individuals. The nonprofit sector has a low profile. Tax incentives are low and 

inconvenient to receive. According to Matsubara and Todoroki, “These explanations do 

help account, to some degree, for the lack of widespread charitable donations in Japan” 

(p. 9). 

 However, Frost and Frost and Matsubara and Todoroki agree on the most 

important explanation of the low contribution rates: Japanese people are not being asked 

for contributions. Matsubara and Todoroki point out “…most Japanese NPOs do not 

actively seek to raise contributions, or have not developed ways of raising contributions 

well” (p. 9). According to Frost and Frost (1999), “The lack of giving is therefore not so 

much due to a lack of willingness to give as it is a lack of willingness to ask” (p. 227).  

 When nonprofit organizations were asked why they did not fundraise, they gave 

answers such as  

…‘We have graduated from the stage of raising funds,’ ‘we don’t want to conduct 

activities like fundraising which seem like begging,’ and ‘fundraising takes too 

much trouble’. Organizations such as these, which are not eager to raise funds to 

begin with, can justify their lack of fundraising activities with the convenient 

excuse that ‘Japan does not have a culture of giving.’ (Matsubara & Todoroki, 

2003, p. 10). 
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If nonprofits do not fundraise, this explains why Frost and Frost (1999) found that  

“Japan is a relatively new fund-raising market where the individual donor is 

unaccustomed to receiving requests for support” (p. 232). 

 Matsubara and Todoroki (2003) summarize their arguments about Japan’s culture 

of giving into the following key points: 

 Contrary to what most Japanese may believe, Japan does have a ‘culture of 

giving.’ This is clear from the fact that close to nine-tenths of Japanese citizens 

make contributions.  

 Nevertheless, the average amount of contributions made per person is 

extremely small. Reasons why contributions are so small include: (1) Japan’s 

nonprofit public-interest organizations have not engaged in proper fundraising to 

begin with; (2) because the government secured funding for the ‘government 

controlled nonprofit public-interest sector,’ a low value was given to donations; 

(3) while Community Chests and other organizations conducted fundraising 

activities at the level of the residents’ or neighborhood associations, the ‘group-

centered mentality’ created a preference for people not to make donations that are 

different from others, and thus a uniformly low level of donations became the 

norm; (4) social tendencies valued the making of small donations, rather than 

large-scale donations from the wealthy, and making donations in a way that did 

not attract attention; (5) most nonprofit organizations did not give consideration to 

the issues of accountability to their donors or to their satisfaction; and (6) there 

had not been a system to provide tax deductions for charitable contributions, 

which thus restricted large-scale donations.”(p. 25) 
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Based on this information, we can begin to discuss fundraising techniques in Japan. 

 Fundraising in Japan 

 In Japan, philanthropy has traditionally been regarded as “…a natural activity to 

benefit neighbors and people in need, based on a mutual, heartfelt motive” and a strategic 

approach to philanthropy may be viewed as “…shameful and meaningless” (Takeyasu, 

2003, p. 36).  Therefore, it is not surprising that “… fund raising as a profession is 

unknown in Japan” even though “…the search for income is a fact of life for Japanese 

NPO’s” (Frost & Frost, 1999, p. 228).  

 Of all the sources in the literature review, Frost and Frost (1999) discuss 

fundraising in Japan most extensively.  

Japan has sometimes been jokingly described as the country where communism 

works. Wealth is fairly evenly distributed, and the gap between rich and poor is 

relatively narrow. Fund-raising methods that capitalize on the vast middle and 

upper-middle class for a regular modest gift are likely to generate the most 

significant annual revenue. For this reason, direct mail, collection boxes, 

telethons, annual funds, and other similar techniques have shown great success, 

while major gifts, planned gifts, and related efforts are still at an early stage in 

their development. (p. 229) 

 Frost and Frost (1999) have found that contribution boxes are the most common 

form of fundraising. Newsletters are used as a solicitation tool and for education. Capital 

campaigns are virtually unknown although sometimes schools include campaign appeals 

in their newsletters. The most successful cyclical fundraising techniques are child 

sponsorships and memberships. Events, such as charity concerts, walkathons/marathons 
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or golf tournaments, are a common form of fundraising. Very few nonprofits are using 

the Internet in their fundraising efforts (pp. 229-232). 

 In order to be successful at fundraising, it is important to understand Japanese 

donors’ motivations. “Confucianism and Buddhism are significant influences in Japanese 

giving patterns. For Japanese, time and money are given with equal readiness due to a 

strong sense of payback, or of doing one’s share toward community survival” (Pettey, 

2002, p. 114). In addition, “the intent of giving is generally motivated by the desire for 

harmony, as opposed to giving to help the underprivileged” (Pettey, pp. 43-44).  

 In a survey conducted of Japanese donors, many of the motivations such as 

wanting to support others, share good fortune and be helpful to society are similar to 

those found around the world. However, the top motivation of Japanese donors is unique 

to Japan.  

It appears that the feeling expressed by the statement ‘I am grateful to be able to 

be an ongoing contributor’ is a unique characteristic of Japan’s philanthropic 

marketplace.…The special characteristic of feeling ‘grateful to be able to be a 

donor’ can be seen as derived from a recognition of one’s own fortunate 

circumstances, which can then become a feeling of gratefulness. (Matsubara & 

Todoroki, p. 22) 

 Matsubara and Todoroki point out that among Japanese donors, 

“…there appears to be a tendency among donors to have an increased sense of 

satisfaction when they are able to see and sympathize with the beneficiaries of 

their giving, as well as to share in the joys and sorrows of their difficulties, 

struggles and aspirations. (p. 22) 
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How should nonprofit organizations use this knowledge of Japanese donor motivations to 

fundraise in Japan? 

 The following are some strategies and techniques for fundraising in Japan: 

1. “Patience, more than any other trait, is essential to fund-raising in Japan” (Frost & 

Frost, 1999, p. 236). 

2. Share the stories of your beneficiaries to tap into Japanese donors’ feelings of 

gratefulness to be a contributor (Matsubara & Todoroki, 2003). 

3. “…Japanese people, based on their tradition of mutual assistance, believe that 

they ‘want to be helpful to others.’ For NPOs to raise funds, they need to respond 

to this simple, yet important need” (Matsubara & Todoroki, 2003, p. 27). 

4. Japanese donors need to easily understand how their funds are being used to help 

others. “For reasons of accountability, as well as to respond to this need, 

organizations need to learn how demonstrate how the funds they raise are truly 

being helpful to others” (Matsubara & Todoroki, 2003, p. 27).  

5. Implement an “accountability model” tailored to Japan’s culture of giving. Use 

stories “that reveal ‘who is being made happy (and why),’ ‘who is working hard 

(to overcome what problems),’ ‘who has been changed (and how),’ and ‘who is 

working to solve problems…,’ as well as information about who are the 

beneficiaries of activities, and how their circumstances are being improved” 

(Matsubara & Todoroki, 2003, p. 31). 
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6. Be aware that “money is also a taboo subject in Asian cultures, which have an 

unspoken courtesy of not bringing up the subject” (Newman, 2002, p. 162). 

Therefore, directly asking for a gift may be rude or inappropriate (Newman, 2002, 

p. 108).  

7. It is impolite to set an actual figure for a donation. Instead, “…one should suggest 

units within which the donor may be comfortable”(Wagner, 1997, p. 207). 

8. Use direct mail to reach donors. “It is rare for Japanese citizens to receive 

fundraising solicitations in the mail” (Matsubara & Todoroki, 2003, p. 30). Japan 

UNICEF has found mail solicitations very successful because there is so little 

competition. Interestingly, due to high Japanese mailing costs that offer no 

discounts to non-profit organizations, it is cheaper to mail from overseas 

(Matsubara & Todoroki, p. 7). 

9. Be careful with language. Don’t refer to a donation as a gift because a gift has an 

implication of quid pro quo while a donation is simply a donation” (Tseng, 2000, 

Understanding each other, ¶1). Another example, “…membership is offensive, 

while supporter is a comfortable term” (Wagner, 1997, p. 208). 

10. Give donors the opportunity to honor their parents. “ Westerners respond to the 

idea of building the future for their children. But in a Confucian society, you need 

to turn that around; children must honor their parents and other adults who have 

given them so much” (Sabo, 1994, p. 26). 
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11. Donor recognition needs to be handled with care. “In Japan, the recipient of a gift 

is expected to reciprocate immediately. If recognition is unexpected, the donor 

may be in a quandary” (Wagner, 1997, p. 207). Therefore, clear communication is 

essential to avoid misunderstandings. 

12. For donor lists, list alphabetically by name with no amount listed so all are equal. 

“The philosophy of ‘secret good deeds bearing good fruit’ teaches that good deeds 

should not be advertised to the world. In keeping with Japan’s ‘group-centered 

mentality,’ there is also extreme resistance on the part of Japanese to the prospect 

of ‘standing out’ apart from other’s due to one’s financial donations” (Matsubara 

& Todoroki, 2003, p. 24). 

13. Realize the potential of educational fundraising. According to Tseng (2000), “… 

the principle of contributing to alma mater dovetails nicely with the Confucian 

value of learning and education, and its ethic of honoring one’s teachers and 

elders” (Realizing the potential, ¶2). Tseng explains that education is highly 

valued because it is seen “as a vehicle for attaining better social status and 

employment” (Barth, 1998, p. 33). 

 Here are techniques for educational institutions fundraising among Japanese 

corporations: 

1. Mary Walsh, the former managing director of international corporations at the 

United Way of America advises: “First, change your mindset: be patient. Second, 

understand Japanese culture and ways of doing business. Third, do your research. 

Fourth, find the right go-between to introduce you to key people within the 

company. Finally, patiently build the relationship” (Frost & Frost, 1997, p. 234). 
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2. Be persistent. Corporate solicitations require frequent visits (Wagner, 1999, p. 

207). 

3. As status is valued in Japan, bring someone important on solicitation calls and get 

high-level introductions to the company (Frost & Frost, 1997, p. 234). 

4. “Identify an advocate inside the organization. This is important in any solicitation, 

but particularly in Asia, where protocols and channels of communication may be 

opaque” (Fullerton & Woodruff, 2001, p. 978). In addition, “do not let your 

advocate ‘lose face’”(p. 978). Newman explains, “dignity and prestige are 

important in Asian cultures, often associated with the concept of ‘face’”(p. 41). 

5.  “When making a fund-raising call, state the purpose of the call fairly soon. If the 

response is at all positive, ask how to take the proposal to the senior management 

level. A large gift is always decided at the board level, and needs support from 

above and below” (Fullerton & Woodruff, 2001, p. 967). Fullerton and Wood 

found that “…being straightforward is generally the best strategy, even though it 

may not be what someone from within the culture might do”(p. 977). 

6. Case statements and proposals should be in both English and Japanese (Fullerton 

& Woodruff, 2001, p. 977). 

7. Know your prior contacts and relationships with the organization, work with well-

established contacts, maintain contacts made in the past, and be prepared to invest 

a lot of time on stewardship to develop trust with your donor (Fullerton & 

Woodruff, 2001, pp. 976-978). 



Strategies for International Schools in Japan   62  

8. As with all fundraising in Japan, be patient. “The corporations had an internal 

process which they likened to preparing the roots for bonsai trees — the root work 

had to be done before the tree was ready, and this took time” (Fullerton & 

Woodruff, 2001, p. 967). 

Strategies for Fundraising among Internationally Diverse Constituencies 
 
 Overall, the practice of development around the world is more alike than 

different. According to Ryan (1994), “Although languages, currencies, traditions, and 

even attitudes towards giving differ all over the world, many fundamentals of 

development remain constant” (Ryan, 1994, p. 19). According to Salian and Montague 

(2002),  

Building personal relationships, conducting research about alumni and donor 

interests, stewarding donors, and engaging past and potential supporters in the 

ongoing life of the institution are essential to successful advancement programs in 

any context. Culture and language modulate how these activities are carried out, 

yet the underlying principles apply everywhere. (p. 492) 

The key to fundraising in different cultures is to adapt fundraising principles to be 

appropriate in both the culture and for the situation. 

 Harris (2002) agrees with Salian and Montague (2002),  

It can now also be said that the basics of fund-raising techniques are universal: 

direct mail is direct mail no matter where it is, but the way in which the package 

is designed may differ between the Netherlands and Germany, the profile of the 

person who asks for a major gift may be different in Argentina than in the United 

States, but major gifts are asked for and given in both countries. (p. xxix) 
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There are two key universally applicable principles in fundraising: the need for a 

compelling case and the importance of understanding donor motivations (Wagner, 2002, 

p. 221). 

 Create a Strong, Compelling Case 

 According to Wagner (2004), “The elements of making a strong case for support 

cuts across borders. How these elements are shaped when case expressions are prepared 

and presented is another matter, but making the case remains a universal concept” (pp. 7-

8). The case will need to be adapted to fit the culture and situation. 

 Understand Donors’ Motivations and “Cultural Collateral” 

 “Fund raising executives must explore donor motivations that are unique to a 

culture and tradition, as well as those which are universal, and apply them in making their 

appeals” (Wagner, 1997, p. 204). In order to understand donor motivations, the 

development professional working with other cultures must remember: 

One of the essences of philanthropy is that you have to understand where people 

are coming from — the psychology, history, and culture of the people you are 

trying to attract to your cause — rather than superimposing your concepts on 

them. (Barth, 1998, p. 39) 

 One of the best ways to understand where people are coming from is to 

understand what Tokumura (2001) called “cultural collateral,” which refers “…to an 

individual’s ethnicity, age, gender, educational level, and social position” (p. 7).   
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According to Tokumura, “One of the most essential discoveries I made was that each 

prospective contributor has unique cultural collateral”(p. 16). Tokumura explains,  

The unique ethnicity and ethnic history of a prospective philanthropist, along with 

the prospect’s age, gender, and social position, constitute the notes of a unique 

chord I call ‘cultural collateral.’ Awareness and understanding of, and sensitivity 

to, this blend of unwritten, unspoken information are critical in the process of 

cultivating and soliciting a major philanthropic prospect of any ethnic 

background. (p. 16) 

Tokumura suggests working with volunteers or staff who understand a donor’s cultural 

collateral. In particular, try to have someone of the same cultural background participate 

as a member of a solicitation team.  

 Culture is the “Critical Lever for Competitive Advantage” (Wagner, 2004, p.8) 

 Wagner agrees with Tokumura on the importance of understanding culture. 

According to Wagner (2004), “For the fundraising professional, therefore, consideration 

of cultural elements is vital prior to fundraising in any country. Unfortunately, many 

fundraisers approach a relationship and solicitation from their own perspective, therefore 

leaving themselves unprepared for cultural differences that can easily be misinterpreted 

and misconstrued” (p. 7). The fundraiser must understand the donor’s perspective and 

cultural collateral in order to practice donor-centered fundraising.  

 Learn about and experience the various cultures and philanthropic traditions that 

exist in the community. Ask members of diverse communities for advice (Newman, 

2002, Fall). Learn about protocol, customs, etiquette, hand gestures, body language, and 

gift giving and receiving (Wagner, 1997). It is especially important to learn the customs 
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for the activities that you will be doing such as meals, conversational norms, dress, and 

the etiquette of introductions (Barth, 1998, p. 39). “Recognition of the cultural roots and 

influences on philanthropy allows us to understand more completely how philanthropic 

activities are related to societal benefit in different settings” (Wagner, 2004, p. 6). 

 In your study of culture, don’t forget to also study language. “Remember that 

language skills are a valuable asset. Learning even a few phrases and some key 

advancement terms in the local language creates good will: staff with foreign-language 

abilities and cultural sensitivity have a great advantage” (Salian & Montague, 2000, p. 

492). 

 Develop Meaningful Relationships. 

 The key element of donor-centered fundraising is the development of meaningful 

relationships. Take a long-term approach with the goal of creating mutually beneficial 

relationships.  

Above all, successful development professionals must be gifted at forming 

meaningful relationships. To the extent that the professional understands the 

complete person — in all of his or her complexities — the prospective supporter 

will be more likely to bond with both the professional or volunteer and the 

institution represented. (Tokumura, 2001, p. 24) 

Remember, “good cultivation transcends national borders” (Ryan, 1994, p. 19). 

 Put Yourself in Your Donor’s Shoes  

 “I have learned to wear the shoes of the residents of the communities I am in, as it 

is their footprints that will lead the way to successful fundraising” (Pettey, 2002, p. xxvi). 

In order to do this, you need to learn their background, culture, role of philanthropy in 
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their culture, tax advantages, the polite way to make a solicitation, and determine what 

the donor’s incentives might be (Ryan, 1994, p. 19). In addition, remember that each 

individual is unique and that “individuals do not conform to statistical norms or 

aggregated data” about various cultural groups (Newman, 2002, Fall, p. 17). 

 Involve Volunteers 

 Ask your community to give and volunteer. According to Imdieke (2003), “the 

continued primary reason that people neither give nor volunteer is that they are not 

asked” (p. 94). According to Roy Nirschel, formerly a vice president for university 

advancement at the University of Miami, “Regardless of country or ethnicity, people who 

are engaged and involved as volunteers, who feel a sense of belonging, tend to be bigger, 

better donors” (Barth, 1998, p. 39). 

 Communicate Clearly to Avoid Misunderstandings  

 “Avoid misunderstandings at all costs, both internal and external. In most 

countries, when money changes hands, there is a quid pro quo of some kind, tangible or 

intangible. Very few people, Americans or foreigners, really understand philanthropy and 

its processes and consequences as they are defined in the United States. Do not assume 

anything.” (Fullerton & Woodruff, 2001, p. 978).  

 Remain in Contact with the Alumni Community 

 It is important to remain in contact with the alumni community. According to 

Carrie Levensen-Wahl, Development Director at the International School of Paris, 

“Alumni are the living history of the institution…A strong relationship with your alumni 

brings life to the campus community and encourages every kind of support, including 

financial, emotional, and spiritual” (Danver, 2005, p. 21). 
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 According to Danver (2005),  

The unique experience of attending school or college often draws alumni together, 

regardless of whether the institution encourages and supports their activities. 

Many international campuses must re-engage alumni who are more connected to 

each other than they are to the institution. Unfortunately, when the campus hasn’t 

been in contact, established alumni groups often resent the new interest and, some 

would say, interference. (p. 20) 

One way to reconnect is to serve as an unofficial reunion planner for an established group 

of alumni (Danver, 2005, p. 21). These events, and the word of mouth that occurs after a 

successful event, “…can help heal past hurts and help uncover missing alumni” (Danver, 

p. 21). 

 For your alumni community, target countries where you have the most alumni. 

Remember that although the rate of return for alumni is lower, often the gifts are larger. 

Consider setting up foundations in countries where you have a lot of alumni and an 

organized alumni board. The average cost to establish a foundation is $5,000-$15,000. 

Also remember to use two different approaches for expatriates and natives of various 

countries (Hummerstone, 1998). 

 Additional Tips 

− Overall, try to be more subtle than direct. “…In most other cultures, discussions 

of money and conditions are never direct. Conversations center more on 

objectives than dollar figures” (Ryan, 1994, p. 20). 
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− Consider using an intermediary for major gift solicitations. “ In many cultures, it 

is impolite to say no. An intermediary can help your potential donors save face” 

(Connor, 1999, The next step, ¶12). 

− Use donor testimonials in publications or oral testimonials in public venues. 

Newman (2002) suggests asking “…diverse donors for permission to tell the story 

of their involvement with your organization in order to encourage others to 

become involved” (p. 204). 

− In publications, recognize diversity. For example, “sometimes a token gesture, 

such as headlines in several languages, is an effective way to recognize ethnic 

diversity” (Newman, 2002, p. 126). 

− Add an Annual Fund deposit line to the tuition deposit form (Hummerstone, 1998, 

How do I make the ask, ¶4).  

− Have fun. International fund raising is both grueling and exhausting, but in the 

end, it brings enormous satisfaction to the development staff, the donor, and the 

institution. None of the work will be successful if fun is not part of the 

experience. (Fullerton & Woodruff, 2001, p. 980) 

Development “Best Practices” for International Schools 

Development at Independent Schools 

 In the search for development best practices for international schools, it is helpful 

to first review the literature targeted at independent schools. Colson (1996) notes seven 

trends occurring in independent schools: 1. Schools will rely more and more upon 

voluntary support. 2. More fundraising will be face to face, especially by peer volunteer 

solicitors. 3. Donor education will be essential because many of today’s parents did not 
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attend an independent school and are not aware of the “…financial dilemmas of even the 

best endowed independent school and the about the traditional role of philanthropy in 

meeting institutional needs” (p. 4).  4.  As donors tend to view their gifts as investments, 

the fiscal case is key. “Schools which share fiscal information succinctly and regularly 

will be better positioned to seek major gifts” (p. 4). 5. Major gift solicitation will never 

cease. 6. Development will have a wider scope. 7. School heads and trustees will become 

“development pros” (pp. 4-5).  

 Donor education will be particularly important for two prevalent parent groups 

that exist at independent schools: public school parents and foreign-born parents. Colson 

notes that public schools parents lack an understanding of the “…economics of private 

sector education. Because they are paying a substantial tuition, they may believe their 

school is rich, that its fiscal reserves are large, and that its teachers are well paid” (p. 6). 

Foreign-born parents present different challenges: “Many of these parents do not view 

their children’s school as a charitable institution worthy of support. More typically they 

fell that they have a business relationship with the school, and that they are purchasing a 

service at its market value” (p. 6). These two types of parent groups are also very 

common at international schools.  

 Colson closes her book with “ten maxims that matter” at independent schools: 

1. Leadership gifts are essential to the success of every fund-raising campaign. 

Every fund-raiser’s first job is to identify, interest, and involve those members of 

the school community who are willing and able to give major support. 2. People 

give to people. The most effective solicitations are always face-to-face and the 

most effective solicitors know the prospect and believe deeply in the cause.  
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3. Donors respond to exciting plans, projects, and ideas more generously than 

they respond to timetables or goals….4. The best prospects are very often 

previous donors….5. Major donors usually make their largest gifts to 

organizations which they serve as trustees….6. Set your sights high when you 

solicit a major donor. People almost never contribute more than they are asked to 

give. On the other hand, major gift prospects are rarely offended by a respectful 

request for a gift they cannot or do not wish to make. 7. Always bring a major 

prospect a personal letter summarizing the institutional need and the specific gift 

request….8. Every major gift solicitation is by definition a success. A solicitor 

has presented the needs of your school in person to a prospect who can help in a 

significant way. A refusal today may lead to major gifts in the future years. 

Therefore, no matter what the result, thank the prospect for the opportunity to 

meet and promise to keep in touch. 9. Fund-raising formulas and techniques must 

be appropriate for your school. Don’t adopt someone else’s methods or plans 

unless they feel right in your climate and culture and appropriate at this moment 

in time. 10. You can never say “thank you” too often for generous voluntary 

support. Find many different ways to express appreciation. And when soliciting a 

gift from a previous donor, always say “thank you” before you say “please.” (pp. 

95-96)  

Will the trends and “ten maxims that matter” that Colson wrote about also apply at 

international schools? Will the literature on development at international schools provide 

any new strategies? 
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Development at International Schools 

 After reading about philanthropy at independent schools, a search for literature 

about development at international schools revealed only two sources. The first was a 

report distributed by the United States Department of State’s Overseas Schools Advisory 

Council (OSAC). The second was a handbook that is part of the European Council of 

International Schools/Council of International Schools Effective International Schools 

Series. This handbook contained surprisingly little content directly related to international 

schools or international constituencies. Both of the resources are aimed at international 

schools establishing development programs.  

 Both of the resources begin with an introduction and rationale for fundraising at 

international schools. OSAC and Horsley agree that many more international schools are 

finding that they need additional funds to cover their operating expenses or to achieve 

growth and plan for the future. However, raising tuition is not the answer. “If 

[international schools] are to achieve reasonable growth and long-term viability, they will 

need assistance far beyond tuition and fees” (OSAC, 1994, p. 1).  

 Fundraising is a way for schools to meet the needs of students now and in the 

future. “Yet many [international schools] are not yet sophisticated in fund raising, and 

some are not yet convinced of its necessity” (OSAC, p. 1). Despite the lack of 

sophistication, schools that “…devote the necessary time, energy, and money…” to 

fundraising which “…have mastered the requisite know-how and have acted” do achieve 

fundraising results (p. 2). 

 Both resources discuss the problems faced by international schools. The main 

problem mentioned is mobility by all groups connected to the school: trustees, parents, 
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students, faculty, key corporate contacts and alumni. Due to the mobility of trustees, the 

“reasonable permanence” factor needs to be considered when choosing new trustees. A 

well-planned trustee orientation is very important (OSAC, 1994, p. 4). Horsley (2004) 

offers important advice on selecting a board chair at an international school: “Choose a 

Chair on proven results not on reputation. Particularly in an international organization 

with a fluid population, reputations can sometimes be misleading” (p. 10).  

 Turnover of key administrators can result in a lack of continuity. Therefore, “it is 

of paramount importance that there be a sense of stability in the head office” (OSAC, p. 

3). In fact, “at overseas schools the likelihood of success lies more with a long term head, 

who is supportive of fund raising and has the vision to see the effort through to the end, 

than with the board of trustees” (p. 9). 

 There is also a high rate of turnover among the executives at companies that send 

children to international schools. Corporations are one of the most important 

constituencies to international schools because they rely on these schools to provide a 

quality education to their employees’ children as well as to attract and retain good 

personnel from overseas (OSAC, p. 4). Unfortunately, “contacts within companies are 

regularly moved, necessitating beginning the relationship process all over again” 

(Horsley, p. 72). 

 Horsley points out several additional challenges faced by international schools as 

they create a development program. A key point is that “…many international schools are 

situated in parts of the world where philanthropic giving to schools is unheard of” (p. 72).  
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An additional challenge faced by international schools relates to giving history: 

Many organizations wrestle with the problem that their constituents have little or 

no giving history. A standard complaint from many parents is ‘I already pay 

extremely high fees. Why should I now be expected to give more?’ So 

organizations balk at the challenge of not only having to raise funds from such 

groups, but also at the mammoth task of educating these constituents into a ‘donor 

mentality.’ (p. 7) 

The lack of giving history exists for many reasons: the newness of the fundraising 

program, mobility of the population, lack of a tradition of philanthropic support of 

schools and lack of philanthropic culture. 

 Despite the numerous challenges, international schools should not give up on their 

fundraising efforts. 

The instability that stems from a lack of long-term commitment, together with the 

high mobility of all segments of the school community, internal and external, 

poses a challenge to fund raising efforts. These problems, however are not 

different from problems of similar stateside institutions. The difference is only a 

matter of degree. A proportionately greater commitment and organization is 

necessary for the overseas schools in order to overcome the problems and to 

develop a successful local fund raising program. (OSAC, p. 4) 

For the international school that feels isolated as they begin a development effort, it is 

reassuring to know that other international schools as well as independent schools face 

similar problems. 
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 International schools should remember the following key point about 

development. “The tried and true principles of fund raising are undisputed. However, 

each [international school]…will need to hand tailor these methods to suit their particular 

situation. The adage has become ‘adoption, then adaptation’” (OSAC, p. 5). 

Prior to beginning a fundraising effort, international schools need to identify and 

understand their constituents. Potential constituents include: trustees, parents, 

grandparents and other relatives, alumni, friends of the school, diplomatic community, 

Foreign Chambers of Commerce, foundations, public sources, and corporations.  

Trustees are the school’s most important constituency. At independent schools in the 

United States, “Annual giving statistics…generally show about a 90% participation by 

trustees, with an average gift of over US$3,000.” (Horsley, p. 11). Unfortunately, “unlike 

trustees at private schools in the United States, trustees at overseas schools are not 

necessarily strong donors to the school” (OCAS, p. 45).  

 It is critical that both the head of school and board understand both the importance 

and elements of fundraising. “But the development director should not lose hope if the 

desired combination of key players does not exist in their school. Find the one individual 

on the board who will be the champion of the campaign and have him or her work closely 

with the development director”(OSAC, p. 45). 

 At independent schools in North America, parents are often the best source of 

donations. However, the motivations of international schools parents are different. One of 

the reasons for the different motivations is because the employer often pays the school  

 



Strategies for International Schools in Japan   75  

tuition and fees. “It would seem that this fact would make it possible and desirable for 

parents to contribute more than do those who are paying directly for tuition with their 

own after-tax money — but this is not the case” (OSAC, p. 12).  

One of the reasons for this might be that many parents think of the international 

school education as a job perk. “They may feel that they are entitled to this benefit 

because they are obliged to live where there are no appropriate “free” public or state 

schools” (p. 13). 

 Many international school parents possess a public school mentality: 

Overseas, even though most schools are indeed independent, they are perceived 

differently by different members of the community. These schools are attended by 

children whose parents come largely from public school systems and are not 

accustomed to charitable giving as a way of meeting annual operating expenses 

not met by tuition and fees. Therefore, a great deal of education is needed to 

continually inform the influx of new parents each year of the philanthropic 

tradition and related efforts to support the school. (OSAC, p. 45) 

 In order to create a culture of parent giving, education and involvement are 

important. According to Horsley, “It is strongly recommended that international schools 

develop a good welcome programme for new families” (p. 73). If parents become 

involved in the school, “they will feel like stake holders and be inclined to become 

donors”(p. 74).  
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 Trailing spouses are one of the best groups to involve in the school. Horsley 

discusses the trailing spouse phenomenon: 

More than 80% of mobile families move because of the man’s job, not the 

woman’s. Frequently in Asia and Europe, the woman is unable to find new 

employment because of language or visa restrictions. Sometimes the ‘trailing 

spouse’ is rightly eager to be involved in the community from the start. In most 

new postings, it is the trailing spouse who has to set up home, organize the 

schooling and adapt to a new way of life, far away from friends and relatives. 

This is frequently done in a situation where she cannot drive, cannot speak the 

language and does not recognize most of the produce in the local market. In most 

cases, here are ideal volunteers who have the time, energy and hopefully, 

expertise, to devote to your cause. (p. 34) 

The trailing spouses can provide “… an enormous reservoir of talent and energy that can 

be channeled toward fund raising efforts” (OSAC, p. 24). 

 In addition to parents, corporations are a key constituency of international 

schools. In fact, children of corporate employees often account for the majority of 

students. Unlike independent schools in the United States, “Tuition bills are more likely 

to be sent to the company than to the home. It should not be surprising, therefore that 

overseas schools strongly reflect their roots within a business and corporate milieu” 

(OSAC, p. 65).  
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 As development officers work with corporations, officers need to put themselves 

in the corporation’s position. For example, “companies will want to insure that their own 

employee’s children are well-taken care of, in addition to the needs of host country 

concerns” (OCAS, p. 55).   

As development officers approach corporations for support, “The case should and 

can be made for overseas schools to be viewed by companies as key infrastructural 

elements as important to the success of the business as road and airports” (OSAC, p. 24). 

Although many companies do understand the important role that international schools 

play, others will need to be educated “… that supporting good schools with additional 

charitable contributions is in their best interests” (p. 21).  

 At corporations, the Human Resources Manager is the key contact for 

international schools. According to Horsley, 

One of the best friends a school can have in a company is the Human Resource 

Manager. International schools should invite HR managers to annual tours of the 

facility combined with a luncheon. Students should act as tour guides. This gives 

the attendees a chance to see the ‘product’ of the school, and builds confidence in 

the student too. HR managers know when there are personnel changes and can 

alert the school to incoming staff. They are also aware that frequently their 

company would be unable to attract personnel were it not for your school. Keep 

reminding them of this. (p. 74) 
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This is an example of being proactive in showcasing the school’s program to the 

community. Another suggestion by Horsley is to use a testimonial from an HR manager 

“…who says his company cannot attract people to the area without your school being 

there…” in your case statement (p. 27). 

 There are several challenges that happen when dealing with international business 

executives and corporations. First, “the traditional cultivation process may not be 

possible with these extremely busy international executives who are often on the road 

(OSAC, p. 48). The cultivation process must move much more quickly because of travel 

schedules and because key contacts are often transferred to another country. 

 Turnover among key contacts at corporations must be taken into consideration in 

the fundraising process. 

One of the most frustrating things for international schools is that just when a 

good relationship has been established with donors, they move on! This can be 

overcome….Get the person leaving to introduce you to the successor. Build a 

relationship with the company as well as with individuals. (Horsley, p. 74) 

In some cases, the turnover can be devastating. For example, an executive with several 

children in the school can better understand the reasons for making a donation to the 

school than the successor with no children. On the other hand, “sometimes turnover in 

executives can work to your benefit”(OSAC, p. 49). 

 The alumni of international schools are also a very mobile community. In general, 

international schools do not receive much support from their alumni community. “Again, 

the ‘mobility problem’ is cited as the chief reason” (OSAC, p. 15). For reference, alumni 



Strategies for International Schools in Japan   79  

at independent schools in the United States generally have a 20% participation rate and 

tend to give gifts around US$300 (Horsley, p. 11).  

 International schools use a broader definition of alumni. Horsley explains: 

In most schools, the term ‘alumnus’ designates a person who has graduated from 

the institution. If one asks students who have been to a number of international 

schools which their alma mater is, they will often not name the school from which 

they graduated, but the one which they had the most memorable time. This is 

valuable for schools, as it means that these are the students who are most likely to 

become donors. The international school alumni association must therefore 

expand to include all students who have attended the school. You may want to 

stipulate how long they should have attended, but the more inclusive the better. 

Therefore, it is important for any kind of development initiative that any student 

leaving your school, (not just those graduating,) is encouraged to join the alumni 

association. (p. 72) 

International schools often include former faculty and former parents in their alumni 

community as well. One of the reasons for this is that, “some international schools are an 

integral part of much of family life in their communities. This is particularly true in 

Africa, Asia and the Middle East” (Horsley, p. 75). 
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 Armed with an understanding of their unique constituencies, international schools 

can begin their fundraising efforts. Annual Giving is often the first step; however, 

“…many international communities have never heard the term Annual Giving Fund and 

are confused. It may be viewed as an under-the-table bribe in some countries as a way to 

get a child into the school. Many people think you should just raise tuition across the 

board and dispense with the notion of charitable giving” (OSAC, p. 26). 

 It is not easy to create an Annual Giving program at an international school.  In 

fact, “one of the biggest challenges to overseas fund raisers is getting an Annual Giving 

program started. The next biggest challenge is maintaining it in light of the expatriate 

turnover experienced by so many overseas schools” (OSAC, p. 27). 

 A flexible approach, that can be adapted every year, is recommended for schools 

initiating an annual giving program or formalized fundraising effort. Each institution 

should choose how much time, energy and money they are willing to devote to managing 

an annual giving program. A “…flexible and expandable approach provides the 

opportunities for the inexperienced to learn by doing and to gain new insights year after 

year” (OSAC, p. 26). Every year, the school should reassess their commitment to 

fundraising. As the institution achieves more success in creating a culture of giving, the 

school may devote more resources to the fundraising effort.  

 A capital campaign to raise funds for a particular project is often the next step to 

expand a development effort. However, international schools need to proceed in a 

different manner than their independent school counterparts located in North America.  
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Horsley explains: 

In a traditional fund raising campaign, it is usually extremely inadvisable to go 

public with a capital campaign before one third of the money has been pledged. 

However, many readers of this guide are from non-traditional schools, where 

perhaps they cannot rely on large monetary lead gifts from their Boards….In 

international schools, populations are transient in number, rather than the 

‘lifetime’ school-goers of well-known UK and USA boarding schools. In 

institutions such as these, there may well be a need to adopt a phased approach in 

which the final phase would be a more traditional campaign. (p. 12) 

In other words, international schools may need to go public with their capital campaigns 

before they have the major pledges in place. 

 In conducting either annual giving programs or capital campaigns, international 

schools cannot forget the diverse nature of their communities. First and foremost, 

international schools must “remember to be sensitive to the host country in which you are 

raising funds” (OSAC, p. 55). This involves remembering that the school is a guest in the 

country, giving back to the local community, respecting local holidays and celebrations, 

and being discrete about fundraising figures (OSAC, p. 55). When asking local nationals 

for support, “[they] may not respond at all to a cause they perceive as ‘foreign’”(OSAC, 

p. 47). 

 Next, international schools must work to understand the diverse groups that 

comprise the school community. “Notions about fund raising in an international 

community are as diverse as the people who make up this dynamic group” (OSAC, p. 

47).  
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 Here are tips for fundraising in internationally diverse communities: 

 Remember that the development professional’s role is to teach. As teachers, 

development professionals’ first task is to educate their donors about philanthropy. 

According to Christopher Massi, the former advancement director of Washington 

International School, “To create a culture of giving, you have to spend time educating 

donors about what happens to the money and why you ask for it” (Sabo, 1994, p. 27). 

This is true for all nonprofit organizations committed to philanthropic fundraising. 

Washington International School created a brochure where several parents answered the 

question, “Why do I give to the Annual Fund?” in their own language. 

 According to Scott Lane, the former development director of the International 

School of Geneva,  

It’s not that philanthropy doesn’t exist. In fact [all cultures] have a philanthropic 

heart for community service and working for the common good. The challenge is 

to demonstrate the benefit of philanthropy toward schools, colleges, and 

universities. It’s a process of education that takes time and effort. (Danver, 2005, 

p. 18)  

 Select leaders to work with the various nationality groups. “It is of utmost 

importance to find key players willing to go out to their respective communities and 

communicate the goals and aspirations of the campaign, especially in diverse foreign 

communities” (OSAC, p. 46). The work of the leaders will include translation of 

materials, speaking to small groups about the campaign, making introductions, and  
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participating in solicitation visits (OSAC, p. 47). As people give to people, “major donors 

are more likely to give at higher levels when they are invited to do so by peers in their 

own mutual language” (OSAC, p. 69). 

 Communicate in the language(s) of the constituents. International schools should 

communicate in the languages of their top nationality groups.  

Fund raising publications, direct mail, and speeches may fall on deaf ears and 

eyes when it comes to overseas school parents whose first language is not 

English…. The words may not only be foreign, but the very concept of fund 

raising itself may be too. (OSAC, p. 47)  

 Communicate in a culturally sensitive manner. In addition to conducting 

fundraising in the appropriate language, the efforts must also be culturally sensitive. 

Volunteer leaders, 

…must be aware of the cultural sensitivities and styles of operation (going about 

asking for money and support) among their fellow compatriots. Follow up letters 

must be written in the language of that individual community with sensitivities 

and concerns of that group in mind. What may be perceived as desirable by one 

group may not be desired by another. (OSAC, p. 46) 

The OSAC guide offers five positions for international schools to embrace in their 

fundraising practice: 

“1. The overseas school must proclaim its independence” (p. 65).  

Many international schools are perceived as being dependent on a particular company, 

industry, or sector. This perception “…hinders effective fund raising among all other 

constituencies (donor prospects)” (p. 65). 
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 “2. The overseas school must often reiterate its not-for-profit status” (p. 65).  

International schools are often perceived as wealthy due to high tuitions and fees. Instead, 

they need to be seen in their communities, “…as a charitable organization, a successful, 

non-profit institution which requires the philanthropic support of those who believe in its 

mission and goals and want to succeed” (p. 66). 

 “3. The overseas school must consider fund raising to be a process, not an act”  

(p. 66). 

International schools cannot realistically expect results in a year or less. This ignorance 

could lead to total failure. 

In short, fund raising, which is a process of cultivation, must not be confused with 

the solicitation of a gift, which is an act. Many things must be in place before a 

school is ready to ask for the gift. There is a maxim in fund raising that, ‘it is what 

you do beforehand (before the ask) that is most important!’ Overseas schools 

must abandon their notions of ‘the quick ask,’ in favor of patience. (p. 66) 

In the fundraising process, international schools need to balance patience with not 

waiting too long to solicit a member of the mobile community. 

 “4. The overseas school must conduct its fund raising program with a realistic 

understanding of its potential and limitations” (p. 67). 

Revenue at international schools comes from tuition and fees, investment income, 

auxiliary income as well as fundraising. Tuition and fees account for the majority of a 

schools income. In a survey conducted by the American School of London in 1993, 92% 

of the schools income comes from tuition, but schools were spending only 0.9% on the 

marketing and admissions efforts (p. 67).  
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 With this knowledge about school finances, the following is a key point for 

international schools to remember: 

Admissions, marketing, recruitment, and promotion must be addressed before 

fund raising and development. A school which has not first invested in its 

admissions office is demonstrating misplaced priorities in establishing a fund 

raising program and seeking gifts as the panacea to its financial situation. (p. 67) 

 International schools must know what fundraising is and also what it is not. It is 

not a financial panacea to balance budgets, erase debts, offset tuition loss due to declining 

enrollments, or pay for things that should be supported by tuition (p. 67). 

 Fund raising within the overseas school must be seen for what it really is…. It is 

the difference between attaining and affording excellence or instead settling for 

mediocrity. It is the means to make major capital investments which could not be 

supported by tuition alone.…The asking for and giving of gifts is an emotional 

and spiritual activity which warms the cockles of the heart and stirs the soul.  

(pp. 67-68)  

Philanthropy ties in directly to the mission and vision of the school. 

 “5. The overseas school must tell its story” (p. 68). 

International schools must inform, interest, and involve prospective donors in their 

institutions before gift giving will occur. Therefore, schools must use every opportunity 

to tell their story. 
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 If international schools utilize the five principles, their development efforts can 

improve financial security, decrease dependence on other income sources, and support 

the high cost of excellence. More importantly, fund raising efforts enable schools to 

“…generate the motivation, support, and enthusiasm among its constituents that will add 

immeasurably to the overall value of the school and to its educational experience” (p. 97). 

 In conclusion, here is one last piece of advice for development directors at 

international schools. 

The business of development is fascinating and ever-changing and can be 

especially challenging and rewarding at the overseas school. Although the tenets 

of fund raising remain essentially the same, you will meet with success as you and 

your volunteers each approach this task in your own, personal way. ‘Adopt the 

tried and true principles and then adapt them to local circumstances and 

conditions.’” (p. 97) 

Summary 
 
 Based on the literature, here are the key points that emerged for international 

schools in Japan to consider as they attempt to create a culture of philanthropy.  

Be a Philanthropic Fundraiser 

 Development professionals need to be philanthropic fundraisers working as 

facilitators of the philanthropic process, conscience of the charitable mission, advocates 

for the cause and profession and stewards of the philanthropic process (Willliams, 1997, 

p. 25). Serving as a philanthropic fundraiser will benefit all international schools —from 

the institution just starting a development office with no culture of philanthropy to the 

school with a mature, established program and a thriving philanthropic culture.  
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If the institution does not yet have a culture of philanthropy, it is possible to create one 

though it will take time. 

Adapt Fundraising Practices to Fit Your Institution 

 Fundraising practices must be adapted to fit the school’s unique culture. The 

organizational culture of each institution is unique. The organizational culture of 

international schools in Japan is influenced by Japanese culture, the various cultures of 

their community, and by the mobility of their communities. As organizational culture is 

highly symbolic, development professionals and school leaders must take the symbolic 

aspects seriously.  

Involve and Educate the Community 

 Educating the international school community about philanthropy and why 

educational institutions are worthy of support is key to creating a philanthropic culture. In 

the case for support, emphasize that international schools are non-profit organizations. Be 

transparent about the finances of the school. The head of school and boards of trustees 

will also need to be educated about their roles in the philanthropic process. Make a 

special effort to welcome new parents to the community and educate them about the 

school. 

 Due to the influence of Japan on the school’s culture, demonstrate how donations 

help others. Tell stories about students benefiting from an international school education 

or inspiring teachers. At international schools in Japan, communication must occur in 

English and Japanese and possibly in other languages as well. Involve volunteers from 

various nationality groups in fundraising to help educate their peers about philanthropy in 

a culturally appropriate and sensitive manner. 
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Practice Donor-centered Fundraising 

 Donor-centered fundraising is all about building relationships and understanding 

donors’ motivations. In Japan, where relationships are highly valued, relationship 

building is even more important. A key element of donor-centered fundraising is 

understanding each donor’s unique cultural collateral. Community members of 

international schools have particularly interesting cultural collateral because they are 

influenced by their nationality(ies) and by the country(ies) where they have lived and 

worked. International school development professionals should also make the effort to 

develop relationships with the companies, especially the human resources managers that 

send children to the school.  


