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Executive Summary  

This report presents a concise summary of the recommendations for UTRGV to address the 
areas of University Advancement and University Communications.  The report begins with 
critical start-up elements relevant to the transitional phase to the new UTRGV. These critical 
start-up elements are based on the project management group led by Vice Chancellor for 
External Relations, Dr. Randa Safady.  The report is presented in two parts detailing the 
establishment of two proposed divisions, the Division of University Advancement and the 
Division of University Communications.  The proposed functional structures are centered on 
stakeholder relationships and partnerships in order to enable a synergistic relationship 
between the two divisions. 

The organization of the Division of University Advancement is proposed to comprise three 
domains: fundraising, alumni relations/stakeholder engagement and strategic planning and 
advancement services.  The fundamental goal of fundraising is to engender a culture of 
philanthropy in the RGV and beyond.  Accordingly, power councils are recommended to act as 
catalysts to establish, maintain and nurture a strong fundamental base of donors and an 
ongoing pipeline that feeds into the donor base. Taking a cultural approach to alumni relations 
and stakeholder engagement, the emphasis is on “friend-raising” and the establishment of a 
vibrant alumni base. Strategically, the Division of University Advancement will be developed 
from the core principals of UTRGV. 

The establishment of a Division of University Communications follows a trend in higher 
education to move communications and their functions into a separate unit. Universities such 
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as Arizona State University, Purdue University, and Florida International University, along with 
six of eight UT System academic units follow this model. The foundation of the Division of 
University Communications is based on a brand strategy model where innovation and forward 
thinking is embedded in the fabric of the daily operations where the approach is fluid, organic 
and adaptable. To operationalize the brand strategy model, the recommendation is made for a 
“hub and spokes” organizational structure. This non-traditional organizational design will 
encourage connectivity between the UTRGV parent brand and its sub-brands, encourage 
organizational efficiency, identify and implement research-driven strategy and demonstrate 
marketplace excellence. 

The working group developed a report, which includes in the following six recommendations: 

RECOMMENDATION 1:  From the fundamental emphasized priority of stakeholder 
relationships and partnerships, this report proposes the creation of two innovative and 
synergistic divisions. 

 University Advancement  
 University Communications  

Although the two are distinct divisions, both will continue to work closely to advance UTRGV. 
This is imperative as the Division of Communications is service-based and has shared 
stakeholders with the Division of University Advancement.  

RECOMMENDATION 2:  Through a relational and partnership focus, create a bonded alumni 
body that fully supports UTRGV as a successor to the universities that have existed in the Rio 
Grande Valley since 1927.  

RECOMMENDATION 3: Create appropriate Development, Alumni Relations, Strategic 
Planning and Advancement Services infrastructure.  

 Establish a hybrid organizational structure with the creation of a university 
advancement administration unit that will encompass strategic planning and 
advancement services 

 Create a constituency development unit 

RECOMMENDATION 4: Create infrastructure to “Build the Giving Base” 

 Adopt best practices to build the culture of philanthropy for the UTRGV 
 Establish a robust annual giving program 
 Establish a vibrant alumni association 
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RECOMMENDATION 5: Institute a ‘Hub and Spoke’ organizational structure for University 
Communications structured around five effectiveness drivers. 

 Understanding the stakeholder experience, and building marketplace excellence 

 Ensuring connectivity between brand and sub-brands 

 Organizing efficient processes 

 Implementing data-driven marketing strategies 

RECOMMENDATION 6: Implement the Brand Strategy Model to position UTRGV as the parent 
brand with a strong core identity that houses multiple sub-brands, ultimately creating a life-
changing stakeholder experience.  

 UTRGV communications will be organized as a strategic unit that is embedded 

throughout the university and keeps brand standards top of mind, and will seek 

to inspire by engineering less and engaging more. 

 UTRGV will enable stakeholders to “live the brand.” With the stakeholder 

experience as the point of departure, real life experiences will be the root which 

ultimately propels the brand.  

 UTRGV marketing will be a state-of-the-art model where excellence in 

understanding the student experience is evident in the purposeful positioning 

and the consequent brand strategy of the University.   

Critical Startup Elements 

1. Transition Communication Plan: February 2014 – August 2014 is mission critical today. 
(Outline for this is at the end of this report).  

2. Identification of UTRGV Funding Priorities to be devised in alignment with strategic 
priorities as stated by the Office of the President.  

3. Consolidation of (and funding for) the donor database-Raiser’s Edge. Raiser’s Edge is 
currently used by UTPA and UTB and is in line with UT System institutional practice. 

4. The management of institutional grants, which have an impact beyond August 2015. For 
example, grants currently accepted for a 5-year term extend across the transition to UTRGV 
– UT System needs to provide direction on how to handle multi-year gifts that go beyond 
Sept. 1, 2015.    

5. Transition of affiliated 501 (c) 3 entities: UTPA Foundation and UTPA Alumni Association 

6. Donor gift agreement transition. Work with endowment donors on existing gift agreements 
to ensure the spirit of their gifts continue as endowments and are transferred over to 
UTRGV. 
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DIVISION OF UNIVERSITY ADVANCEMENT 

The following discussion outlines the organization of the UTRGV Division of University 
Advancement as comprising three fundamental operational areas: fundraising, alumni relations 
and stakeholder engagement, and strategic planning and advancement services. As emphasized 
throughout this report, the fundamental premise for each of these three operational areas is a 
focus on stakeholder relationships and partnerships. Fundraising, therefore, seeks to achieve a 
high level of growth in coming years by developing a strong donor base.   

The organization of University Advancement:  

The recommendation of the working group is to organize the UTRGV Division of University 
Advancement into three main areas of operation, as shown in Figure 2:  

 Fundraising 
 Alumni Relations and Stakeholder Engagement 
 Strategic Planning and Advancement Services 

Figure 1: Overview of proposed structure for UTRGV Division of University Advancement  
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Fundraising  

The recommendation put forward is that fundraising adopts a hybrid structure creating a 
centralized team for University funding priorities and a decentralized team for the medical 
school, colleges and academic programs. This hybrid structural form is recommended to embed 
and encourage the intended overall focus on stakeholder relationships and partnerships.  

As per the Council for Aid to Education (CAE), UTPA and UTB combined fundraising was, on 
average, $5.2 million per year over the past five years. In order to double or triple the success 
of UTRGV efforts ($10-$15 million per year), advancement requires a different functional 
organizational structure. The ideal functional structure for UTRGV University Advancement is 
illustrated in Figure 2 and 3. Figure 2 gives an overview, whereas Figure 3 provides more 
detailed view of the proposed divisional structure that includes a dedicated team for student 
philanthropy and engagement, regional development and international development, discovery 
officers and special events. Many of these functional areas are not currently in place at UTPA or 
UTB but are imperative for a successful balanced fundraising program. 

In this proposed hybrid structure, fundraising will take a team-oriented approach. University 
funding priorities will be pursued in the centralized Division of University Advancement, 
whereas the medical school and colleges/academic programs will follow a decentralized 
approach. In the decentralized component of this model, a development officer will be assigned 
to each respective area (for example, the medical school).   

The decentralized front-line fundraising personnel will have dual reporting responsibilities to 
University Advancement and to the appropriate college dean or academic program director. 
Following the UTSA model of cost sharing, this proposal recommends a 60/40 split between the 
division of University Advancement and the colleges. To increase the effectiveness of the 
individual fundraisers, an investment in the staffing of development assistants is necessary, 
allowing the fundraisers to focus exclusively on direct fundraising. Another recommendation 
proposed is that current power councils and affiliated organizations be addressed and, in some 
cases, adopted. Power Councils-Affiliated Organizations enhance fundraising success. They will 
be essential to UTRGV to support the mission and vision with donations, network of potential 
funders and university engagement. With the right vision and direction of UTRGV, power 
councils can support the work of development.  

  



Page 6 of 28  Operations Administration Working Group Final Report 

 

 

 

Figure 2: Detailed proposed structure of UTRGV Division of University Advancement 
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Culture of Philanthropy in the RGV 

In seeking to build a strong foundational donor base for UTRGV, the recommendation is made 
to invest in a grassroots campaign to build a culture of philanthropy. To establish this strong 
foundational donor base, the historical dynamics of giving in the Rio Grande Valley (RGV) is an 
important consideration.   Donors gave $34 billion to North American colleges in 2013, 
according to an annual survey by the Council for Aid for Education, which was $3 million or 9 
percent more than the prior year.  Based on those statistics, the potential to increase individual 
giving for UTRGV is achievable.  

Creating a strong and intentional fundraising culture will allow UTRGV donors to the have 
confidence to give and to understand that their gifts have an impact. Central to this goal is a 
robust integrated fundraising plan that includes student scholarships and fellowships, UTRGV 
Centers for Excellence, Medical School funding priorities and faculty and academic signature 
programs. Engagement of alumni, students, faculty, staff, private donors and corporations and 
foundations is imperative. A culture of philanthropy for the UTRGV first needs to be embraced 
by the internal university community and second from the private and external community. The 
recommendation is to invest in a grassroots giving campaign, create Power Councils, create a 
constituency development unit, expand the annual giving, alumni relations and stakeholder 
engagement units and create a University Advancement Administration Unit to create a solid 
and sustainable base. 

I Live Here, I Give Here  

The specific recommendation put forward here is to replicate the “I Live Here, I Give Here” 
Austin campaign in the UTRGV as a giving strategy using the same ideas implemented there to 
increase philanthropy. The Austin campaign is inspiring Austinites to give their money as 
generously as they do their time to help with some basic needs in Austin. Replication of this 
giving campaign can be launched asking the RGV to invest in higher education to ensure a 
stronger region is created. The request is a community investment in a place they love and call 
home. This campaign will also aim to create awareness in the donor community that it takes a 
village to help a region prosper and that their investment is needed in higher education. More 
specifically, another excellent idea from "I Live Here, I Give Here" is to earmark a day out of the 
year in where the RGV community will invest in higher education. 

The intended replication of the "I Live Here, I Give Here" campaign will serve as the umbrella to 
unique giving programs, which will encourage the community to invest in UTRGV.  

The Power Councils recommendations are: 

 Foundation:  Currently the UTPA Foundation is a recognized 501(c)3 organization. 
Transitioning this status into the UTRGV Foundation to provide fundraising support from 
stakeholders needs to be a priority. From analysis of 11 universities, best practice shows 
affiliated foundations providing fundraising leadership.  Nine of the 11 universities with 
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affiliated foundations considered include: Arizona State University, Purdue University, 
Texas A& M University Commerce, UT Pan American, Florida International University, 
San Diego State University, Texas State University San Marcos, University of Notre Dame 
and UT Brownsville and the  two universities without affiliated foundations were UT San 
Antonio and University of Miami.  

 Retiree Association:  The people who know us best need to be appreciated, cultivated 
and asked to continue their service by supporting UTRGV. 

 President’s Council:  A small elite level of donors, e.g.  corporate executives, foundation 
presidents, major donors from the South Texas region – no more than 5-10 people to 
advise the president on issues related to the transformational vision of the new 
university and help find funding for the vision. 

 Development Board: Approximately 30 people selected by the president and VP for 
University Advancement that will cover the geographic region of the Rio Grande Valley 
to advise and assist with fundraising, events and special projects, and to encourage the 
entire area to work collaboratively in support of UTRGV. Example: Five members that 
live or work in the four major cities: Edinburg, McAllen, Harlingen and Brownsville and 
eight from the four counties – two from Starr County, two from Hidalgo County, two 
from Willacy County, two from Cameron County and two that have private fundraising 
experience.  

 College Advisory Boards:  Each college, signature academic program and the medical 
school should have an advisory board of influential people to assist in fundraising and 
provide relevant external input. The number of members in each college advisory board 
is contingent on size of the college and need. 

Along with supporting fundraising efforts for UTRGV, the power councils/affiliated 
organizations should focus on student mentoring, internships and career opportunities.              
A unified message must be developed to ensure that a consistent and accurate message is 
shared with our stakeholders. 

Constituency Development 

To build a robust fundraising team at UTRGV, it is vital to invest in constituency development 
where a solid fundraising foundation can be formed and adequate support can be provided for 
various programs within the proposed Division of University Advancement. Constituency 
Development provides a streamlined and coordinated support system for effective and efficient 
fundraising. Modeled after the University of Texas at San Antonio, the proposed Constituency 
Development consists of three functions: Data Services, Prospect Research and Prospect 
Management, as detailed in Table 1. Data Services ensures proper functioning of The Raiser’s 
Edge Database (RE), and maintains accurate and up-to-date data. Building upon the sound 
database, Prospect Research identifies and supplies qualified prospects for future giving 
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engagement. The future giving engagement is then coordinated through Prospect Management 
where moves among gift officers are strategized and prospects are monitored throughout the 
pipeline. 

Table 1: Proposed Constituency Development Model  
 

Data Services Prospect Research  Prospect Management 

 The Raiser’s Edge Database 
(RE) Related Functions  

 Database Maintenance  

 Data Integrity  
Data with high levels of 
accuracy and up to date 
information  

 The Raiser’s Edge Database 
(RE) Extended Functions 
Functions such as Net 
Community and RE Mobile 
Devices 

 Reporting  
various reports assisting in 
decision making 

 Training Program  
Training for new users, 
refresher training for 
experienced users, as well as 
training to fully utilize 
advanced RE functions  

 Identification of Individual and 
Organizational Prospects 

 Individuals 
Identification of individuals 
with wealth capacity and 
affinity to make major gifts 

 Corporate and Foundation 
Identification of corporations 
and foundations with initiatives 
that align with  university 
funding needs  

 Event Briefing  

 Profile Development 

 Data Analytics 

 Management of Moves and 
Prospects.  

 Prospect Management Process 
Development and proper 
implementation of a prospect 
management process.  

 Moves Management  

Coordinate and strategize 
various moves among gift 
officers  

 Portfolio Management  

 Proposal Tracking  
 

Tools: Lexis Nexis for Development Professionals 

            Prospect Visual 

Annual Giving 

Annual Giving is recommended as a top priority for UTRGV. Annual giving should have a 
dedicated full-time staff and budget to support phonathon, direct mail, e-communications, 
leadership giving and stewardship. As Daniel Fusch from Academic Impressions once stated, 
“Amid the decline of state support for public institutions and a less forgiving fundraising 
climate, establishing a more reliable pipeline of invested donors is critical — and to develop a 
stronger donor pipeline, the key is start early.” We are recommending an early investment in 
foundational programs to support and provide the opportunity of creating deep relationships 
with the donor constituent base on the onset for a stronger donor pipeline for generations to 
come, which models best practices in Annual Giving nationwide. 
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The Importance of Annual Giving 

Annual Giving is one of the most important areas in an institution’s fundraising efforts. It is the 
cornerstone of all successful development programs, forming the foundation of the institution’s 
philanthropic support.  A strong Annual Giving program will be critical to the future of UTRGV’s 
development efforts.   

Annual Giving is about donor acquisition, repeating the gift and upgrading the gift. Annual 
Giving creates the habit of giving on a regular yearly basis. Donors who have consistently 
contributed annually over a certain period of time eventually make much larger major gifts or 
even planned gifts, like bequests, later in life.  Annual Giving plays a critical role in the major gift 
donor discovery and identification process. 

The primary goals of an Annual Giving program are to: 

 Create catalytic fundraising opportunities that will activate donors 

 Increase the gift sizes from both new and existing donors 

 Diversify the methods of asking for support from donors 

 Centralize messaging across all donor segments 

 Increase revenues across all donor segments 

Annual Giving consists of many separate solicitation vehicles, all of which serve to enhance the 
core-messaging model for an institution. As shown in Figure 4, methods to raise Annual Giving 
support include: direct mail solicitations, telemarketing ("phonathons"), e-solicitations, 
faculty/staff giving programs, special events, and sometimes major "asks" (i.e. leadership gift 
programs).   
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Figure 3: Methods to raise Annual Giving support 

 

Gifts made through Annual Giving programs support the day-to-day operations of the 
University. Annual Giving funds student scholarships, provides support for student activities 
and enriches academic programs. Donations made to Annual Giving programs are generally 
unrestricted and can be used immediately where they are needed most. 

The entire structure of the charitable giving process is presented graphically in Figures 5 and 6. 
Figure 5 shows that entry level gifting as Occasional Gifts can be transitioned to Annual Gifts, 
when the relationship becomes more developed when the foundation of the pyramid – 
Occasional Gifts – is firmly in place, well-aligned and able to carry the added weight of further 
commitment. An institution must build upward as preparation for the increasing demands of 
the future. Annual Giving programs are needed to make that upward structuring possible.  In 
light of this, the Annual Giving program budget of UTRGV will need to increase exponentially as 
the prospect and donor pool increases in size and the methods of solicitation are expanded to 
grow the program.    
 
Figure 4: The Pyramid of Giving  
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The creation of a “complete” fundraising pyramid requires time and patience.  Successful 
models demonstrate that “ultimate” donors with the greatest staying power are those acquired 
through the Annual Giving program and cultivated to become sustainable donors using good 
stewardship and best fundraising practices. Annual Giving programs lay the groundwork for a 
fundraising model by developing a sustainable donor base that can be cultivated and enhance 
the natural progression of donors up the fundraising pyramid through long-term strategies that 
foster stewardship.  A strong Annual Giving program will help UTRGV to maximize fundraising 
results. 

The donor development process is a complex one, and the application of the “Five Is” as 
illustrated in Figure 6 helps to move donors up the fundraising pyramid.  Not all donors will 
move up, but some will continue to make ongoing and bigger investments in the institution.  
Each part of the programmatical framework for an Annual Giving program is equally important 
and critical to the success of the overall program.   
 
 
Figure 5: The “Five Is” of Giving  
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Figure 6: The proposed framework for the Annual Giving program  

 

The Annual Giving program requires a tightly coordinated effort that involves multiple 
communication vehicles.  Figure 7 shows the proposed communication vehicles through the 
recommend model program framework.  
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Data Integrity and Data Analysis   

High data integrity is the backbone of a successful Annual Giving program.  Effective strategy 
within an Annual Giving program is born as the result of data analysis. Figure 8 illustrates this 
process; tweaks and refinements are made by analyzing data and making an informed decision.  
Regular reporting and analysis of data is critical to the success of any Annual Giving program. 
For this reason, the recommendation is made that an FTE staff member be dedicated to data 
reporting and data analysis for the Annual Giving program.   

Figure 7: The process of an effective Annual Giving program  

 

Stewardship 

A thoughtful and strategic Stewardship program acts as an anchor, keeping donors at the table 
and interested in the success of the University. A strong Stewardship program builds successful 
partnerships that continue to blossom and bear fruit in the form of future investments in the 
University. By emphasizing UTRGV donors as partners in the journey and sharing in successes, 
needs, and appreciation for what has been accomplished, greater investment by the University 
community for the future success of UTRGV is more realistic and achievable. The impact of a 
Stewardship program spreads far beyond the Annual Giving program by encompassing giving at 
both the mid-major and major gift levels and also connects to corporate and foundation giving. 

A dedicated Stewardship program is a massive undertaking that should be given considerable 
resources in order to be successful. Figure 9 summarizes the complex tasks of an effective 
Stewardship program.  
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Figure 8: The Donor Relationship Cycle  

 

 

Corporate and Foundation Relations 

The primary function of Corporate and Foundation Relations within the division of University 
Advancement is to identify, cultivate and solicit external corporate and foundation 
organizations while working closely with UTRGV President, Vice Presidents, and college deans. 
It is critical this office work closely with the Career Services office as many of the relationships 
with corporate partners exist in a dual-relationship capacity.  

With the landscape of corporate giving across the country shifting from traditional corporate 
philanthropy to a return on investment model, the importance of facilitating mutually beneficial 
partnerships between corporations and foundations and the university’s programs, students 
and faculty cannot be understated. A recent member survey by the Network for Academic 
Corporate Relations Officers (NACRO) has found a growing trend toward moving away from 
philanthropic-centric corporate relations to a more holistic and industry-centric approach that 
is centrally overseen. 

In order for UTRGV to maintain strong industry partnerships, the needs of their corporate 
partners must be met, which will be best accomplished through the Corporate and Foundation 
Relations program. It is the recommendation of this working group that resources for this area 
grow in direct correlation to the increased demands placed upon it as fundraising efforts and 
donor needs increase.  

Planned Giving 

The importance of Planned Giving in educational advancement has grown significantly in recent 
years.  If there has ever been a time that challenged educational fundraisers, this is it-thanks in 
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large part to the recent volatility in the financial sector. Yet it is precisely because of this great 
change and uncertainty that planned gifts present extraordinary opportunities. 

Planned gifts continue to grow in importance at institutions as more donors are making 
donations and as donation vehicles continue to evolve.   

In order to effectively grow the Planned Giving program at UTRGV, an emphasis on three 
industry-standard best practices is important: 

1. The continued pursuit of gifts through bequests 
2. The cultivation of reciprocal relationships with trusted advisors 
3. Utilize the expertise of a third party vendor for planned giving-specific marketing 

materials. 

For UTRGV to increase the role of the Planned Giving program within the University 
Advancement structure, it is the recommendation of this working group that resources for this 
area grow in direct correlation to the increased demands placed upon it as fundraising efforts 
and donor needs increase.  

Alumni Relations and Stakeholder Engagement  

UTRGV is in the unique position of bringing together UTPA and UTB alumni groups while 
simultaneously cultivating a new era of graduates.  This process must be both a critical startup 
initiative and a significant on-going priority.  If done well, the 90,000 plus alumni, some who 
even graduated from Edinburg College, will continue to be an asset to UTRGV.  The proud 87-
year old history of higher education in the Rio Grande Valley is a connecting point for many 
individuals in the Valley.  Leveraging that history and the transformation and growth that higher 
education has made because of all alumni is a strength that needs to be fostered. 

Alumni are an institution’s most important and loyal supporters. They are the ambassadors, the 
donors and the mentors. As alumni, they are in a unique position to recruit, engage and mentor 
students. Because of this, Alumni Relations must be an integral part of the University 
Advancement division of UTRGV. Alumni Relations is a critical link in the University 
Advancement chain, and therefore it is imperative that an investment be made to build the 
foundation of a robust and sustainable Alumni Relations program. A solid Alumni Relations 
program includes communication and marketing, grassroots engagement and giving 
opportunities, volunteer programs, young alumni and students programming, special events 
and affinity programs.  

The recommendation is put forward that Alumni Relations reside within the University 
Advancement framework as a stand-alone office.  Since the primary role of Alumni Relations is 
“friend-raising”(which encompasses much more than fundraising), structuring the division with 
Alumni Relations as a stand-alone pillar provides the opportunity to have dedicated resources 
and support for the Alumni Relations Office.  A collaborative relationship with the Development 
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Office – and specifically with Annual Giving is critical to the success of key fundraising 
initiatives.  

Key Alumni Relations programs should include: 

1. A Student Alumni Association, which allows UTRGV to focus on students as “alumni in 
training.” Student engagement affords UTRGV the opportunity to teach students the 
importance of being an alumnus and to cultivate a culture of philanthropy early in their 
UTRGV experience. Experiences such as Mentorship/Shadow Programs, Ring 
Ceremony/Senior Celebrations, Student Orientations and Freshman Convocation all 
provide avenues for student engagement. 

In addition, opportunities that engage the alumni base with current students create 
stronger connections with UTRGV and remind alumni of the needs of our students.  It is 
equally important for the students of UTRGV to interact with alumni so they gain a 
better understanding of their role as alumni—thus creating an expectation to 
participate, and give of their time or talents. 

 

2. A vibrant Alumni Association: A tiered association program that allows alumni to 
“choose their level of engagement.”  All alumni are members of the association upon 
graduation with no dues.  To deepen their engagement with UTRGV levels are offered 
such as: Gold member, these members pay an annual fee/dues/gift are receive 
additional benefits, such as a copies of the alumni magazine mailed to them, advance 
notices of events, etc.  This will allow the association to hit the ground running with a 
large data base of “members” and foster the transition from UTPA and UTB to UTRGV 
throughout the entire alumni base.  

 

Initiatives that foster a vibrant Alumni Association through “friend-raising” include: 

 
 At-work programs:  gathering alumni that work together to collectively celebrate 

their alumni status.  
 Annual events:  fun, yet strategic events that foster relationships between alumni 

and a loyalty and love for UTRGV.   
 P-8th initiatives:  More than 60 percent of all teachers in the RGV are graduates of 

UTPA or UTB.  This trend is expected to continue and to grow with the establishment 
of UTRGV.  These teacher/alumni are brand ambassadors—offering programs, 
materials and support from the UTRGV Alumni Office for their classrooms, students 
and schools. This strengthens the relationship not only with individual alumni but 
also with the future students and parents of UTRGV students. This also supports the 
initiative of fostering a college-going community.   
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It is imperative that there be an increased investment in Alumni Relations through the 
engagement channels of special events, marketing and special programming such as 
mentorship and volunteer programs. Additionally, affinity and discount programs should be 
incorporated with this model, which will require manpower and financial resources. 

Recommendations for the Alumni Relations program should include:  

 The opportunity to liaison and form partnerships with other departments such as 
Career Services, Admissions, Colleges, Athletics, Student Affairs and student 
organizations. It is important to recognize a graduate’s relationships with groups, 
organizations and departments within the institution. These relationships helped to 
shape a positive student experience and should not be overlooked.  

 Recognition program for alumni who are faculty or staff 
 Regional programming 
 College/Organization specific programming 
 Volunteer/mentoring opportunities 

Strategic Planning and Advancement Services 

Strategic Planning is a mechanism for leading the Division of University Advancement in line 
with the core principals as set out by UTRGV. Strategic Planning, as applied to University 
Advancement, entails securing the financial future and stability of the University through 
mutually beneficial relationships and partnerships.  For example, the emphasis on bilateral, 
bicultural, bilingual as a premise of UTRGV is translated into University Advancement. 

Advancement Services encompasses gift processing, endowment compliance, donor 
compliance, matching gift programming and financial functions as related to endowment and 
gift accounts. 

The recommendation is made that UTRGV Division of University Advancement incorporates a 
fully supported administrative team that includes a direct reporting line to the VPUA. This team 
would manage the day-to-day demands of financial, strategic and reporting needs for the 
division. 

The administrative team would consist of staff members responsible for the oversight of key 
functions to include:  

1. Human Resources staff would be responsible for employment, annual evaluations, 
corporate travel, continuing education, staff training and act as the liaison to the UTRGV 
Human Resources office.   

2. Financial Management staff would provide oversight of budgets and financial resources.  
This area would also provide managerial oversight for the Advancement Services area.  
The fiduciary responsibility of the university is critical when working with the trust of 
donors from corporations and foundations to faculty and staff and to alumni and 
community partners. 

3. Strategic Planning staff would be responsible for working directly with the University 
Advancement leadership team to develop and maintain the strategic plan for the 
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division.  This person would also be responsible for providing oversight and direction 
ensuring that we are focused on achieving the vision and mission of the University and 
the president. 

4. Reporting unit staff would be responsible for the oversight of all reports for the division.  
Annual reports for UT System, CASE, CAE/VSE and others would be coordinated through 
this unit.  The number of details needing tracking to ensure accurate and timely 
reporting of the division’s accomplishments and expectations is critical to the success of 
the division.   

 
Special Events 

The addition of a Special Events unit is recommended to support donor stewardship and 
recognition efforts for strong and solid donor relations. Best practices across universities focus 
on a limited amount of key donor stewardship and recognition events with only a handful of 
fundraising events, if any.    

The above outlined University Advancement recommendations seek to build a cohesive and 
strategic framework for the Division of University Advancement at UTRGV.  This foundation will 
allow for the growth and continued success of the Division for many years to come. 
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DIVISION OF UNIVERSITY COMMUNICATIONS  
 

The new university, UTRGV, is a monumental opportunity and long envisioned goal for which 
the planning and development is well underway. The vision for UTRGV has been articulated as a 
bold, transformational move to create a leading global bilingual, bi-literate, and bicultural 
higher education institution. To achieve consolidating UTPA and UTB and establish an 
educational epicenter that opens the door for many to the opportunity that education offers, 
the marketing and communications function are key. This proposal presents a model of delivery 
that is in line with the transformational vision of UTRGV.  

The function of the Division of University Communications is to create and sustain the UTRGV 
brand throughout the entire University, community, region, state, nation and internationally.  
The theoretical underpinning of the Division of University Communications is the brand and the 
model of engagement is flat and interconnected.  

Utilizing models that are forward thinking, business oriented and relationship rich is the 
concept behind the brand strategy model, serving to actualize the core values of UTRGV and 
serve as the interconnected framework for all divisions and academic programs to 
synergistically achieve this aspirational goal.    

 

What is the Division of University Communications? 

The establishment of a Division of University Communications follows a trend in higher 
education to move communications and their functions into a separate unit. Universities such 
as Arizona State University, Purdue University, and Florida International University, along with 
six of eight UT System academic units follow this model.  

The Division of University Communication encompasses all aspects of communications to 
include Public Affairs, Marketing, Creative Services, Advertising and Promotion, Social Media, 
etc. The recommendations below focus on the overall symbiotic connections that will position 
the UTRGV brand and its component sub-brands.  

For the UTRGV brand to be successful, the Division of University Communications must be 
empowered. The structure must be solid and synergistic. It must be led by a Vice President who 
is a visionary, knowledgeable and has the leadership skills to lead a team of strategists, artists, 
and specialists who are skilled in myriad of communication mediums. It must be supported with 
access to resources of the highest caliber and a budget that is aligned to achieve its charge. 

Organized around a “Hub and Spokes” Structure, this Division will implement a Brand Strategy 
Model to build the UTRGV brand and its sub-brands in a way that will rival that of Apple, Nike, 
Coca-Cola, Volkswagen, etc. 
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No More Silos: the Division of University Communications; the Hub & Spokes Structure  

UTRGV University Communications will be organized as its own division in a way that breaks 
away from the isolated silo model. This structure enables flexibility and collaboration not only 
within the Communications units but also within and between other institutional units and 
external stakeholders. 

Structuring the Division of University Communications as an organization for 2020 and beyond 
will help create an interactive and dynamic workflow. The division will develop and safeguard a 
unified UTRGV brand, which will enhance the university’s image; one that will cultivate the next 
generation(s) of students, faculty, staff, alumni, community at large and donors. 

The Division of University Communication is service oriented and provides customer service to 
all University stakeholders. It ensures that all communications are aligned and accurate and is 
responsible for the UTRGV brand. To achieve efficiency of processes, a hub and spokes 
structure is vital. This hub and spokes design is a purpose-built framework that future-proofs 
the communications function and is structured around five effectiveness drivers: 

 Understanding the stakeholder experience 

 Connectivity between brand and sub-brands 

 Organizing efficient processes 

 Implementing data-driven marketing strategies 

 Building marketplace excellence 

Figure 9: illustrates the proposed Hub and Spokes Structure 
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Areas in the Division of University Communications will include: 

a. Brand Strategy – This function is the keystone for the success of the UTRGV 
brand.  The brand strategist is the liaison to and partner with the various 
academic units/centers/divisions, etc. to assure that the sub-brands are robust 
and strategically aligned with the overall UTRGV parent brand. Functions include 
strategic planning, research, management of contracted agency or research 
firms (when applicable). In addition, the strategist is responsible for all 
communication aspects of the sub-brands (similar to a brand manager of a 
product line within a large company. i.e., iPod, iPhone to Apple). 

b. Public Affairs – This unit is comprised of storytellers who rigorously disseminate 
the UTRGV story to a greater audience. Made up of informational writers, 
English-Spanish translators, editors (print and Web) and the Public Information 
Officer (PIO) who is the spokesperson for UTRGV. 

c. Creative Services and Production – This service area is the creative epicenter of 
messaging for UTRGV.  Comprised of a Creative director, who oversees the 
creative messaging for UTRGV and all its sub-brands, along with art directors, 
copywriters, graphic designers, photographers, web design (design only; web 
developers/programmers would be housed under the Division of IT), video 
production (as it applies to the creation of video messages for broadcast, 
including news, commercials, development stories, etc.).  This area also oversees 
all digital media assets management for the effective and efficient distribution of 
said assets. 

d. Social Media – This area houses all aspects of social media, including strategies 
and the implementation of those strategies. They will be the frontline “ears” for 
the University and are charged with monitoring all aspects of the social network 
landscape.  This area also oversees web and mobile content (Web 
developers/programmers housed under the Division of IT).  

e. Public Relations & Special Events – This area protects the reputation of the 
brand and seeks to proactively find avenues to increase visibility and positive 
relationships within the internal and external community.  This also includes 
special event planning for presidential, development and some student-oriented 
functions.  

f. Advertising and Promotions – This unit works hand-in-hand with the Creative 
Services Production teams to implement advertising and promotional messages 
for UTRGV and its sub-brands.  Key to this area is media buying and planning 
along with the development of promotions both internal and external to UTRGV.  

 



Page 23 of 28  Operations Administration Working Group Final Report 

 

 

Brand Strategy: The Building Blocks to Success 

The communications for UTRGV is not just about departmental responsibilities and divisional 
jurisdictions but rather, a new and innovative endeavor that goes beyond the traditional and 
seeks to acknowledge the challenges of today’s—and more importantly, tomorrow’s—digital 
and global world. The overall approach of marketing for UTRGV needs to be fluid, organic and 
adaptable.  

In this respect, marketing for an institution of higher education needs to mirror industry’s 
models of marketing’s role in brand management—think Apple:  corporate brand, iPod, iPhone, 
iPad, Macbook, etc. sub-brands.  The entire Apple experience is tied together in the overall 
branding and core identity and creates an incredibly strong and loyal cultural following. 
Consumers live the brand.  This aspirational goal can only be achieved by a holistic approach to 
branding UTRGV. 

 

With UTRGV as the parent brand, the positioning of the colleges, the medical school, research 
centers, etc. as its sub-brands is intended to be generated from the stakeholder’s experience 
which in turn enables purposeful positioning that demonstrates integrity and authenticity. 
More than that, their total UTRGV experience also reinforces this same high level of integrity 
and authenticity. Effectively, the marketing of UTRGV must be organized in the same manner as 
brands that encompass a consumer’s (all university stakeholders) way of life. This task is the 
charge of the UTRGV Division of University Communications. 

To achieve this transformational higher educational institution, UTRGV should be a leading 
research institution. To achieve this presence, the marketing of UTRGV needs to be research 
driven. In researching the stakeholder experience and aiming to uncover creative insights, the 
intended marketing platform is established. This research driven focus can be extended to the 
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other stakeholders relevant to UTRGV. Basically, the university should engage students and 
additional target audiences from their perspective to leverage those insights and experiences. 
This in effect, pushes the intended marketing of UTRGV brand with a purpose that fuels growth 
and consistency. Brands with a clear purpose have the ability to drive high business growth. In 
addition, marketers working on purposeful brands are better able to preserve consistency 
throughout all marketing mediums.  

Cutting-edge marketing and communication practices focus on total consumer experience. 
Winning brands deliver a total experience where relationships and partnerships are developed 
well before a stakeholder arrives at the first encounter, or in this case, their first review of 
collateral material, their first campus tour, their first experience with the admissions process, 
their first class/course through to their first experience as a proud alumnus. For all 
stakeholders, the UTRGV experience must be considered a total experience that begins and 
develops outside of the first encounter. UTRGV must seek to create a personalized and social 
experience with prospective students from their beginning. For example, how many times have 
we seen aspirational parents purchase a “onesie” with a university logo?  

To create such a brand the Division of University Communications must position the institution 
for what it will be. We must think of what the brand will be in 2020. To achieve such an 
ambitious goal, the division must be afforded the resources to create/achieve the UTRGV 
brand.  

Key Performance Indicator: UTRGV Division of University of Communications will implement 
an integrated marketing plan that connects all university units— maintaining brand standards 
and building marketplace excellence. 

 UTRGV communications will be organized as a strategic unit that is embedded 

throughout the university and keeps brand standards top of mind.  

 UTRGV communications will seek to inspire by engineering less and engaging more. 

In other words, full engagement with the brand purpose enables delegation of 

decisions, ensures a seamless stakeholder experience and inspires employees to 

share their passion.  

 UTRGV will enable stakeholders to “live the brand.” With the stakeholder experience 

as the point of departure, real life experiences will be the root which ultimately 

propels the brand.  

 UTRGV marketing will be a state-of-the-art model where excellence in 

understanding the student experience is evident in the purposeful positioning and 

the consequent brand strategy of the University.   

Key Performance Indicator: UTRGV Division of University Communications will develop and 

embed a tailored marketing effort derived from the foundational platform of the stakeholder 

experience and unleash a global marketing potential.  
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To accomplish this goal, the UTRGV Division of University Communications will be organized as 
an autonomous division and such in a way that breaks away from the isolated silo model. For 
example, as per Figure 2, the UTRGV Division of University Communications will work in 
collaboration with the UTRGV Division of University Advancement. This integrated and 
synergistic design will create an interdependency and interconnectedness between divisions. A 
clear and purposeful positioning enables flexibility and collaboration not only within marketing 
and between marketing personnel but also within and between other institutional functions 
external to the institution and UT System.  
 
Figure 10: The UTRGV Divisions of University Advancement and University Communications 
Stakeholder Relationships 
 

 

In establishing a new leading university—looking toward a launch in 2015 and further toward 
2020—the question of where technology will be must also be considered. In taking on this 
challenge and beyond the overarching task of marketing, we must also consider the role of 
brands. Under the umbrella of the UTRGV brand, the various sub-brands that need to be 
managed include the research centers, colleges, faculty members within the colleges, 
programs/degrees offered and the medical school.   

To effectively manage these sub-brands in a manner aligned with the transformational vision of 
UTRGV, each identified sub-brand within the UTRGV brand portfolio will require strategic brand 
management. The many and varied sub-brands within the UTRGV brand portfolio will each have 
an identified purpose that defines not only the what that brand is and how it is positioned and 
marketed but also, the stated purpose will direct operational decisions. This identified brand 
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purpose will be definitively communicated in every/all marketing efforts and communication to 
ensure brand consistency and accuracy.  

“Strategy without tactics is the slowest route to victory. Tactics without strategy is the noise 
before defeat.” – Sun Tzu 

The Division of University Communications will create an integrated marketing and 
communications plan to carry out the internal and external message of UTRGV’s regionalism 
and student success in a concise and effective manner.   

A strategic integrated marketing plan will blend communication messages across media 

channels to create a continuous brand experience.  The marketing and communications 

priorities for UTRGV will be mission driven (overall image and branding), will be data-

dependent (based on market research) will respond to enrollment needs (recruitment- and 

retention-focused for undergraduate and graduate enrollment in both national and 

international markets) and will assist with fundraising (overall University funding needs) in a 

bilingual and bicultural approach. 

Brands survive by making connections. A successful brand moves the customer experience from 
purchase to advocacy. The goal is to enhance brand equity at the prospective student stage 
through to the alum-donor cycle. To achieve this, it is critical to deliver the right message to the 
right audience at the right time. In doing so, UTRGV will successfully deliver stakeholders who 
“LIVE THE BRAND”. 
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APPENDIX  

Transition Communication Plan:  Feb. 2014 – August 2014 is mission critical today. Based on 
meeting held Feb. 7, 2014 for the next phase of project management, a group lead by Dr. Randa 
Safady: in attendance from this committee, Camilla Montoya, Letty Fernandez, Kimberly Selber 
and additional stakeholders from Student Enrollment, University Advancement and 
Governmental Affairs. 

a.  Draft a transition communication plan for short term: Feb. 2014 – August 2014.  

i. Justification of plan and budgetary needs will be presented to the Board of 
Regents by Dr. Safady by March 1, 2014.  

b. Based on the approval of item a creation of communication messages and collateral 
materials needed by August 1, 2014 for the FY2015 recruitment cycle.  

i. All new materials from both UTB and UTPA will include a transition tag line 
that informs transition to UTRGV:  such as “UTB, soon to be UTRGV”   

ii. Critical coordination with UTB and UTPA recruitment offices on prioritization 
of materials and message development.  

c. Market Research  

i. Led by Dr. Safady, engagement with a market research firm (possibly 
extending the current research that has already been conducted by 
STAMATS) 

ii. Begin the market research process to allow the newly appointed president of 
UTRGV to hit the ground running on brand development.   

1. Student engagement on mascot and colors 

2. Brand promise statement research based on data collected with a 
wide variety of stakeholders including:   

a. Internal Audience: Faculty, Staff, Current Students 

b. External Audience: Future students,  Counselors, Parents, 
Community at Large, Local Legislators, Higher Education 
Community,  

iii. Alumni (listed here as a separate audience because they should be 
considered both internal and external in nature)   

d. Development of UTRGV Website 

i. Once live, this site will replace ProjectSouthTexas.com 

ii. Initial site will be informational and create a space for information to be 
quickly updated as accurate and confirmed information becomes available.   

iii. Links to Texas Common Application allows for students to emotionally 
connect that they are applying to the new university.  
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1. Permission from Coordinating Board to notate both UTB and UTPA in 
the Texas Common Application site as UTB (soon to be UTRGV).  This 
will help to ease the transition confusion from the two entities into 
the new university – UTRGV (it is our understanding) will not be able 
to be a stand alone application ‘box” until it is accredited, which will 
be well after the application process is underway. 

 


