 External capital investment for large audience nature venues
Interviews with 3 successful zoo directors from around the world
Interview 1: Professor Chris West, Royal Zoological Society of South Australia
Background:  The RZSA or Zoos South Australia is a non profit operating two sites, Adelaide Zoo and Monarto Open Range Zoo, as well as the Conservation Ark programme. In 2006 Professor Chris West, formerly of the Zoological Society of London, was appointed Executive Director, since which time very significant capital grants have been secured, mainly from governmental sources. Professor West kindly agreed to share some of the thinking that had led to this success in this interview with John Regan, who assists site based organisations across Europe with major funding potential.  Chris and John were formerly colleagues at Chester Zoo, UK.
JOHN: Can you tell me a little about the degree, type and source of recent/ forthcoming external investment into your site?
CHRIS:  Well, we have been successful with the Federal Government of Australia, the State Government of South Australia and the City of Adelaide.  We have secured $25 million AUD over 2 years from the State, the Federal Government has contributed $1 million and the Adelaide City Council $50,000.

We have also secured corporate funding of $2.3 million, but there is a lot more on the way.

This kind of funding is huge and quite unprecedented for our kind of organisation in South Australia.  The situation in the other states is rather different, as many of the big, ‘mission driven’ zoos there are actually operated by some level of Government, so receive ongoing subsidy. Arguably however, as they report to city or state officials, this ironically may make it more difficult to make a freehanded case for imaginative investment.

JOHN: Why did you seek this funding? Why did you feel you needed it?  What benefits has/ will it bring? How does it fit with mission or business development?

CHRIS:  In the case of Adelaide Zoo, we badly needed to redevelop a site that was in its origins essentially a Victorian zoo.  Monarto, as an open range zoo,  is very different, but also need substantial investment to develop its potential.

Underpinning this of course ZooSA is mission driven. So ultimately all resource is there to support conservation activities, but it is essential to constantly develop the ‘WOW factor’ so the public keep coming in.

JOHN: What case did you make to draw this funding down? Did your case reflect external political and social agenda? What were these, and how did you articulate the synergies between your promised delivery and these policies?

CHRIS: We made a strong economic and political argument for the funding to the State.  Adelaide Zoo’s infrastructure was in bad need of a thorough going modernisation, and by a further 15 years time would have seen total dilapidation.

So we made the point that, by intervening at just this critical point, the State would actually save itself from a much greater investment at some future stage by when the zoo site might have become a complete ‘basket case’.  We were saving the State money, not costing money! Thanks to the work of my predecessors and my current team, our site has built up a huge fund of public affection, so politically ‘letting the zoo go hang’ simply was not an option.

I would have to say the State Premier was also very forward looking and not at all resistant to these ideas once they were carefully presented to him.

The funding is in part to help bring Giant Pandas to Australia, as well as to build a new entrance and other infrastructure. The Pandas were really key in the potential to promote national and international tourism, bed nights, attendance, etc.  All the usual economic development benefits were there, a general ‘halo effect’, media profile for South Australia on the international stage as well as branding the state in terms of environmental education and sustainability.

The ‘case statement’ for the Pandas was very business orientated, whereas the case statement to fund our education programme was all about numbers of students. 

JOHN: Can you tell us a little about the specific process involved?  Were there any particular politics, personalities or subtleties of process that you might point to?

CHRIS: Although results at this level had never before been attained, I would say it was a pretty straightforward process.   A smaller population, a perhaps more egalitarian society compared to Europe, and greater acceptance of zoos generally makes networking relatively easy.  My own status and experience as former zoological director at the Zoological Society of London helped a good deal as well.

It was easy to meet local politicians, who all wanted to be part of the Zoo’s success.  However I had a special stroke of luck in that the Federal Finance Minister came from the same family that produced the first three Directors here at Adelaide back in the nineteenth century. He called me up to Canberra to meet the Cabinet , or part of it at least, Education, Science , Environment, etc.

I did a quick translation of the “John Regan Manifesto for Zoos” for them. “…Did you know that zoos welcome more people than sports musters, are very socially inclusive, are about science, education, community, international links, etc., etc…”  But you know this stuff!
There was perhaps a residual view of zoos at Federal Government level as quasi-agricultural sites associated with negative issue of diseases, quarantine, bio-security concerns.  So I did have to colour in Ministers’ understanding of zoos as conservation vehicles.    But as a result of the Canberra trip, we were invited to bid for various grants amounting to $2/3 million, all on the basis of regional development.

Another stroke of luck was to make friends with a couple who just happened to be close friends with Alexander Downer the Foreign Minister. We met over dinner and then a lunch and a few glasses of local wine and it turned out that he was an elephant enthusiast and offered to help us obtain some. I gently explained that Elephants were not appropriate, but now, Pandas…..?  And matters moved forward quickly again.  Once the Federal Government were in for a given amount, it was time to go back to the State for infrastructure support. At the end we were only left with a very small funding gap. 

It is important to appreciate the role of China as a huge trading partner with Australia in all this and the geo-political issues in the background. The Pandas will be the only such in the entire southern hemisphere, and constitute a powerful   symbol of friendship between the two countries.

 At one point someone at State level did actually raise the issue of dropping the Pandas, the suggestion that, in that case, “they will just go to ‘your rivals’ in Melbourne” was enough to close down that debate.  

And then… the Howard Government got voted out, and we had to start all over again!

Fortunately, and yet again through personal contacts, I was able to establish a dialogue with the new Rudd administration.  The new Foreign Minister happened to be a friend of a friend and so ongoing support for the Panda project was relatively easy to establish. Kevin Rudd is a great Sinophile…

JOHN: Did you finesse initial and internal ideas to reflect external agenda?  If so, how do you feel about the result?  Do you feel your project has been compromised?  Or, on the contrary, do you feel, as a result of such adaptations, your project ideas and their delivery to have become richer, more sophisticated or of multiple socio-environmental benefit?

CHRIS: There was no compromise in terms of our needs. We simply looked at what we wanted and who might be the provider. Whose interests coincided with ours?

We would perhaps have liked more initially for science and field conservation, but external funding is the art of the possible, and 10% of our revenue goes into native species conservation anyway.

JOHN: What blockages, if any, did you encounter, and how did you deal with these? Were there any internal issues to address?

CHRIS:  When I arrived, I did bring with me something of a new model, the Jersey Zoo template of being all about conservation, and although there was loads of goodwill all around, inevitably there was a certain degree of culture change required.

Also, in respect of going out there and making political contacts so as to pitch for large sums of money, there was some degree of incomprehension and discomfort at board level at first, but time and people  move on,  and our current Chair is herself a lead giver at $0.5 million.  Certainly if a supportive culture at board level had not developed, this could have been a serious impediment to our funding ambitions.

Once the funding was secured though, at an order of magnitude bigger than any achieved before, everyone fell into line.

JOHN:  What resources and kind of time frame did you need?

CHRIS: Well, in human terms initially it was just me, and I have been here 3 years. We now have 3 people in development which is probably still not enough.  I am also keenly aware that our database needs to be radically improved.

To date the focus has been on public funding, but we want to widen it out to corporate and philanthropic funding.

JOHN: How important was networking, raising your organisation’s profile essential or other   marketing activity to your success?  
CHRIS: As above, it was really all about networking. Also I remembered what you used to say when we worked together at Chester about people wanting to be associated with success. So we did lots of media work to let decision makers know what was happening at the zoo.

I myself gradually became a fairly well known name and face in the relatively small community of Adelaide and South Australia, and often get asked to speak at events or offer a media opinion on various topics.

Some time back a bloke came up to me in the street to ask “Are you something to do with the zoo?” As a result of our chat he became quite an important corporate sponsor.

JOHN: How important was external partnership in the project?

CHRIS: We applied for most of our funding just by ourselves, but we did set up a new identity, “Conservation Ark” to get away from both the ‘zoo word’ and any restrictive geography, and so we could make grant applications to the Federal Government.

There are three Universities in Adelaide. I hold professorships at two of these, and we work closely with the other. The Universities want student placements, joint research, training/ teaching opportunities and the heightened public and media profile association with us allows.

JOHN: Other than the above, what lessons have you learnt from this? Will you repeat the process, and what other relevant activities lie in your organisation’s future? What would you do differently next time?

CHRIS: I might take a bit less on if I was doing it all again. When I arrived I did an initial concept paper with 10 major aims.  8 out of these are already achieved!

Adelaide Zoo came with a lot of tradition and clearly came under a certain pressure in re-gearing.  So I would pace matters more and move slightly more slowly.

On the other hand, I think you do need to act pretty vigorously get the zoo into the in minds of local corporates and political decision makers as a place where exciting things happen. The zoo was especially well placed for this in one way, as the other cultural organisations, our museums and galleries in Adelaide are run by government agencies, and so despite the best efforts of their management, find it difficult to innovate, whereas we are independent and can turn on a penny.

JOHN: How do you think the current economic climate will impact on further potential to access public funds?

CHRIS: Right now, the recessionary effect in Australia is still lagging. We are a little more cushioned than others and our bank sector not in as bad a state. 

But of course it will have its effect.  We are trying to make the best of it.  Rather than ask for more money recently we asked the State to hand over title of the territory adjoining Monarto. This is effectively a $5 million gift, and at 30,000 acres will make Monarto, the largest open range zoo in world (… depending of course on your definition of course).

But it looks unlikely that the Government is going to being dole out big lumps of cash any time soon…

JOHN: Unless the Australian authorities see further zoo investment in terms of the Keynsian philosophy of stimulating major infrastructure projects..?

CHRIS: Yes, hmm… well, perhaps we should be asking for a piece of the $42 billion available for that purpose?

JOHN: Is there anything else you would like to tell us in connection with securing public funding for the capital development of your site?

CHRIS: I think we have covered most of it. We will certainly be continuing to see what are the right buttons to press, without in any sense compromising our mission.

For instance I recently pointed out to the State that we are actually the largest site for disability in South Australia.  As you know only too well, it is all about stitching people together.  Zoos are all things to all people. We need to capitalise on this externally, and believe it internally.  We need to constantly point out all the astonishing array of things that we do.

One last point I might offer is the difference between corporate funders and those who hold the public purse.  If convinced of the benefit, business leaders will give you the sum agreed. Political figures are a little more complex as they need to keep so many people happy. They are always coming back to the table to ask “you don’t really need all this money, do you?”  I think we need to be polite but forthright in saying: 

Well – yes – actually we do!

JOHN: Thank you very much

ENDS 2301 words

Interview 2: Dr Jeffrey Bonner, President and CEO of the Saint Louis Zoo

Background:   Jeffrey P. Bonner trained as an anthropologist and was formerly President of the Indianapolis Zoo. The Saint Louis Zoo was founded in 1904, is a free site attracting some three million visitors and is celebrated not only for its work in science and conservation, but also in fundraising. 

The Saint Louis Zoo is generally recognised as a US and global leader in conservation, education and science.  Dr Bonner is a hugely respected figure within the international zoo community. In addition to numerous scholarly and scientific publications, he is the author of “Sailing with Noah: Stories from the World of Zoos”

JOHN: Thanks for giving us this time. Can you tell me a little about the degree, type and source of recent/ forthcoming external investment into your site?
DR BONNER: Well, we are about to a launch a new $120 million capital campaign. This will support three aims:

· $35 million towards a permanent endowment for the zoo

· $5 million towards various conservation programmes

· $80 million for  a number of capital improvements

This latter is all about new exhibits and much needed improvements to visitor services.  We badly need to improve the experience for the three million visitors who come through our gates every year.

The ease, comfort and safety of their arrival is a particular priority. 

JOHN: Is that an especially ambitious target? It might seem like a lot from a European perspective?

DR BONNER: The target is and should always be something of a stretch, but on the other hand it needs to be ambitious and not unrealistic.

I have been here seven years now. When I arrived a successful $70 million campaign was just ending.  So we felt we have given our constituency a good enough rest in six years.

JOHN: How did you decide what the subject of your fundraising should be? Was there any tension between what you wanted most and those things easy to raise funds for?
DR  BONNER: We asked ourselves certain basic questions. In the wake of our last campaign , what should be the next master plan?   Where do we need to go next? And what was the best way to serve our audience?

Three major areas, three major needs came clearly out of this exercise.

First we needed to improve arrangements for visitors arriving at our site and crossing a major road in front of our entrance. There had been one terrible tragedy where a child lost his life due to a drunk driver, and there have been several other near misses. This was an unacceptable situation that we just had to do something about.

Secondly we wanted to improve conditions for the marine mammals we look after, sea lions and polar bears in particular. Marine mammals ideally need to be in salt, not fresh water. The US Federal authorities will mandate this soon, but we just didn’t want to wait.

And finally, there were various practical upgrades of visitor facilities.  We needed new restrooms and better provisions for supplying wheelchairs and catering for wheelchair users. This reflects changing demographics. We just get more requests for wheelchairs these days, and are welcoming older people in greater numbers, which means more restrooms!

Your question refers to what we ‘wanted’, but really it was a matter of needs, not wants. None of the items above were really optional.

JOHN: And so where did, or will all this funding come from? 

DR BONNER:  Okay, $5 million is coming from the Federal Government and there will be more modest contributions in due course.  No funding will be coming from the State or Local Government

JOHN: Why is that exactly? Can you explain the situation for readers outside the United States?
DR BONNER:  It is because St Louis Missouri Zoo is effectively unique in its organisational set up in USA, and indeed perhaps worldwide.  

Our organisation is the equivalent of “a school district”, that is to say we benefit from a property tax on residents within a certain location on the basis that we provide a free amenity to the public. This tax then provides a substantial part of our revenue funding, about $20 million a year. So, in a sense, we are part of the State of Missouri and it would not be appropriate or expected to look to the State of Missouri for capital investment.

Our overall operating costs are around $55 million a year met by this tax, philanthropic donations and return on investments (the return on investments has not been so good recently..!)

The State has helped with the costs of video surveillance, but this is part of its overall anti-terrorism programme.

The $5 million I mentioned above from the Federal Government was due to an “earmark” in a wider transportation funding bill  thanks to efforts on our behalf by a local senator who was Chair of Transportation committee at the right time.

JOHN:  “A federal earmark”..?
DR BONNER:  Yes, that’s a congressional provision that directs already approved funds to be spent on specific projects.  An earmark has to fit something already in the Federal budget.

Another example was funding designated for the zoo from USAID for a programme in Niger.

 Only the biggest institutions can really go after this kind of funding. We employ  a Washington lobbyist for $70/80K a year to bring in this kind of funding.

JOHN:  Do you think you get a good return on that spend?
DR BONNER: Well, over 4 or 5 years we spend, say, $350,000 and in return win $5 million! Compare that to any other kind of financial investment the zoo makes in cost/ benefit...  I would call that a terrific rate of return!

JOHN: What case did you make to draw this funding down? Did your case reflect external political and social agenda? What were these, and how did you articulate the synergies between your promised delivery and these policies?

DR BONNER: We had a formal ’case statement’ put together by an international consulting firm.  This called for a $20 million lead gift, which I am pleased to say we have already secured.

When we engage with each prospective supporter, we use a slightly different case statement for each supporter.   Named gift opportunities are made available to donors at different levels.

JOHN: You are clearly very successful, but why do people support the zoo? Is because of the conservation mission, or because they value the zoo as an amenity? Or is it because the right person asks them and because it confers social status?
DR BONNER:  I would say all the above, but also because our citizens literally ‘revere’ the zoo as an institution. It is our centennial next year and we actually welcome and provide free access to over three million visitors every year.

St Louis Zoo is a huge thing in the lives of so many.  The free entrance status is a large part of that, and helps with corporate and foundation giving as well.

We intend to hang on to our free entrance status.

JOHN: So is there any ‘downside’ to being a free site?
DR BONNER:   Well it would be nice to have 3,000,000 multiplied by so many dollars for every admission, but…
The bottom line is that our mission is to connect people with nature, and we connect with a lot more people on account of having no financial barrier to access our services.

As a matter of fact, in a recession,  in this sense at least, we perform even better as people will seek free leisure activities even more.
JOHN:  In setting out your stall for external funding,  is there any conflict between internal and  external agenda..?
DR BONNER:  I am struggling to identify any internal problems as such. When I think of internal issues, my thoughts go to whether our IT systems are all they should be, rather than any human or political agenda. There is no conflict between what we can get and what we want. We decide precisely what we need, and again it is very much what the zoo needs, not wants.

Everything is drawn from the master plan exercise 

JOHN:  Does St Louis need to make a strong ‘regional economic development argument’ to secure funds?
DR BONNER: The case is there, but to be frank, it is so obvious, we don’t really need to be explicit about it.

People look at the baseball team here in St Louis which also draws 3 million visitors. They immediately understand its value in bringing in visitors, creating spend and jobs, developing a sense of place and confidence, etc. And they think the same of us.  

After all the drive time for the zoo can be estimated as wide as 250 miles

JOHN:  That would seem be very wide compared to most UK or European zoos...  But then our human geography is very different

DR BONNER: I think so, but that calculation is based on our advertising policy, and we would not waste our money if we were not sure of our market.  In fact our publicity goes much wider and we had two recent articles recently in the New York Times.

JOHN: So what blockages are there, if any, to your current fundraising?
DR BONNER: Quite simply, it is a terrible economic climate in which to raise funds.  Our annual fundraising success stood at $40 million last year. This year, I will be pleased if we make $10 million

I know of one particular giver who was about to make a $5 million gift, but has now deferred this.

So our campaign target is aggressive, but I believe still realistic and achievable.

JOHN: What resources do you think you need to successfully complete the exercise?

DR BONNER:  Well first of all there is the time allowed. We calculated we needed five years to reach our $120 million target. Now it looks like it will be six.

In personnel terms we have twelve people in tour development department. That is out of some 300 staff overall.

And then there is me. As CEO of St Louis Zoo, I see my job as primarily fundraising. 

JOHN: That might surprise some zoo directors outside the USA… 
DR BONNER: Well, of course, I am ultimately responsible for all the other functions of the zoo too, including the animal collection, visitor services, etc. but I have good people to look after all these things for me.  External funding is vital for the continued operation and growth of our institution so it demands my full attention. Major donors also deserve contact with the organisation’s most senior figure,  so I make sure I am personally present for all the major ‘asks’.

JOHN:  How important is any form of external partnership or championship to the process?    
DR BONNER: I would reference our governing board here.  Our trustees and friends have recently merged.  We are very fortunate in having a network of affluent and well connected supporters, as ‘peer to peer’ solicitation of gifts is vital. In all, we have some 80 people who volunteer to raise money for the zoo. 

JOHN:  What lessons have you learnt in terms of fundraising and external funding? Are there things you would avoid in the future, or element on which you would place more stress..?

 DR BONNER:  I know now more than ever that you cannot stay close enough to your donors. Even after the campaign is over, it is essential to keep thanking people and making sure they know how much you appreciate their generosity, even though you are not going to ask again for years.

So we are just as ‘nice’ to our supporters years after our last campaign, as we were before.

It is crucial to devote a proper budget to donor relations and donor cultivation. So anyone giving over $1,000, gets a full ‘behind the scenes’ tour.

JOHN:  How does corporate fundraising figure in your programme, and what motivates business to support St Louis Zoo?
DR BONNER:  Few corporations are still in as good shape as a couple of years ago, so we just have to roll with that.

Interestingly though we recently secured one $5 million from a corporate source on condition we don’t tell anyone!  They felt it would look inappropriate in the current climate.
As for why they fund us, well, naming rights, high visibility, enhancing the corporate name.

JOHN:  So it is pure commercial sponsorship..?
DR BONNER:  I would say a mixture of sponsorship and a kind of philanthropy.  You see large commercial presences need to attract and retain talent for city. They depend on a pool of high skilled, motivated labour.  So supporting St Louis’ amenities, ensuring St Louis remains a good place to live, is in their own long term interest.

JOHN: From everything you have told me, obviously institutional civic pride underpins your fundraising? Where does the zoo rank in terms of prestige in comparison with institutions that might be more traditionally described as cultural?

DR BONNER: Together with the art museum, the zoo is right at the head of the pack.  However note the difference in attendance numbers between the two organisations: some three million for the zoo compared with some hundreds of thousands of visitors at the Arts Museum.

Then, coming behind the front runners, we have, as you may know, a very famous botanical gardens here in S t Louis as well as the St Louis Symphony Orchestra, and the history museum

JOHN: Is there anything else you would like to add as to the subtleties of raising funds?
DR BONNER: Adding to my earlier comments as to what I would do different, I don’t think we started endowment building early enough. You should ask for your endowment gift (i.e. an annual gift) at the same time as your one–off, capital gift.  It should not be a case of one or the other.  In asking supporters to help build the permanent endowment, basically we are appealing to donors wish to see their zoo still be here and flourishing in 50 years time.

JOHN:  Dr Bonner, thank you very much indeed.

DR BONNER: You are very welcome.

ENDS

Interview 3:  Dr Jörg Junhold, Director of Leipzig Zoo, Germany
Background: It is largely thanks to Dr Jörg Junhold that Leipzig Zoo is now one of the most modern zoological gardens in Europe, and has been referred to as the “Zoo of the Future”.  Pongoland, the world’s largest zoo facility for anthropoids, is a joint enterprise with the Max Planck Society.  Gondwanaland, a tropical house, based on a concept that is unique in Europe, is due to open in 2011.   

Historically coming under the ownership of the City of Leipzig, the Zoo changed its status in 2000 to become a limited company working for non profit (similar to NGO).  

Dr Junhold also serves as the Chair of the Marketing Committee of the World Association of Zoos and Aquaria.
JOHN: Thank you for agreeing to this interview and I hope the questions I sent in advance will be useful..?

JÖRG:  Yes, I think they are, and of course we have already met at some of the EAZA conferences, when you presented on various ideas for funding of zoo sites?

JOHN: Yes, that was me alright.

JÖRG:  I think this is a very useful exercise, and it was very interesting for me to read your former interview with Chris West of Adelaide Zoo

JOHN: It is fascinating to compare and contrast the experience of zoo directors in very different parts of the worlds who have been successful in raising external funds.  There are similarities, but also many differences. I interviewed Jeff Bonner of St Louis Zoo, USA the other day and he said that, as Director, his job was fundraising. 

JÖRG:  Yes, Jeff has to raise money from… from everywhere!

JOHN: Can you tell me a little about the degree, type and source of recent/ forthcoming external investment into your site?

JÖRG:  Well, over the past ten years, there has been lots of investment on new buildings and new enclosures.
We made a master plan in the year 2000 which would take fifteen years to roll out.  So we are now right in middle of that process. 

Our original calculation was that we would require a budget of €120 million, plus a further €20 million contribution from the Max Planck Society.
I can tell you a little about several individual projects that are separate parts of our master plan.
First of all there is the Lion Savannah project in 1999/2000, one of our first projects. Nearly half the cost was met by a big public campaign asking for donations, €1.5 million, which was 44 % of the total.
JOHN: So the Leipzig public do think about the zoo in a philanthropic way?

JÖRG:  Yes, they are very proud of their zoo.  40% funding then came from or through the zoo. We asked all our visitors for a special amount on top of their standard entry fee. We called it “The Lion’s Share”. The remainder (16%) of the costs came from the city.
The second project was Pongoland, which caters for primates. Nearly 85%, €17 million of the costs came from the Max Planck Society.   The MPS founded a new institute here in Leipzig in 1997 based around evolutionary anthropology.  The Zoo is a partner of this institute. 

JOHN:  So who actually owns the facility?

JÖRG:  The Zoo owns the land. The MPS owns the facility itself, but we have a cooperation agreement and operate it jointly. The Zoo is responsible for looking after the animals’ welfare, for breeding programmes and conservation work; the MPS is responsible for all the scientific research.
We share the running costs on a 50/50 basis.
JOHN:  Does this work well? Are there any problems?

JÖRG:  There are not really any problems. At the start perhaps it was not so easy. As you know, researchers with a scientific background are not always quite the same sort of people as zoo people with their emphasis on good husbandry.
But it is a very good partnership and works very well now.
Our third example, currently under construction, Gondwanaland (named after the giant pre-historic supercontinent) is a giant tropical house. It will stretch over 1.7 hectares and will cost €60 million.
50% of this will be financed by the State of Saxony from its tourism development budget.
JOHN: Is this ultimately European Union money?  

JÖRG:  It is a mixture of EU and German national money. There are special EU funds for the former East Germany. I am not sure what you call it in English…?
JOHN:  That would be “the Cohesion funds”.   Was it easy to win this money..?
JÖRG:  (..laughs..) No, it was not easy at all to get €30 million from the Free State of Saxony!  We had to work hard to convince the Minister for Economic Affairs.
€21 million came from the zoo itself. €12 million of it is a bank loan and  €9 million came from cash flow, legacies and investments.
And finally €9 million from the City.
We cover all the running cost ourselves, but receive a 20% subsidy from the City. If in a good year, we earn more money than we need for running costs, we can keep it, and spend on whatever projects seem most important.

So to summarise the capital picture, of the overall investment or master plan budget of €120 million, 55 % came from the Zoo (including a bank loan of 25%), and the rest from the public, the City and the Free State of Saxony.
JOHN: So tell us a little more about the problems and issues in dealing with the funding authorities, and the strategy and tactics you used.

JÖRG:  There is a very special history behind Leipzig Zoo. When the Wall came down twenty years ago in 1989, the Zoo was in a bad state. There had been no larger investment for about 20 years.
At the start of 90s it was time for a decision, and there were just two options: close the zoo, or turn it around and establish ‘the zoo of the future’.

So the master planning exercise was not only a practical tool to develop the Zoo, but also a device to show the politicians the potential of the Zoo as a leisure destination and a cultural and social centre. 

We were determined to demonstrate to our politicians our vision and our willingness to become the number one attraction within a 150/200 kilometre radius.
The visitor figures had declined in the 1990s, due to worn out infrastructure and enclosures and competing leisure attractions

JOHN: When you made the case in terms of tourism and becoming the number one attraction, was it only in terms of tourism itself, or in terms of jobs, civic confidence, international links, education, science, academic partnerships etc..?  Or was it largely a matter of more tourists and their spending power..?

JÖRG: It was not just about tourists; it was about the local population as well.  The people of Leipzig and Saxony are on very familiar terms with their Zoo. They love the Zoo with its long traditions and rich history. It is very much at the centre of public life. So this reality of being one of the main parts of the social, cultural public life and tourism fabric of our community, together with an ambition to become a key player in the zoo world, furnished the main arguments.
JOHN: Were there any internal difficulties, people wanting to keep the Zoo as was, not understanding need to court politicians and to change..?
JÖRG:  Absolutely, when I started eleven or twelve years ago, there were people who asked why we needed to change at all.
There were some people I needed to convince internally. We held lots of workshops to communally develop a new vision and mission, to decide together what kind of institution we wanted for the future. So, yes, we had to change minds and started this internally, but we also had to do this outside the Zoo as well.
There was some resistance to new ideas, and people saying we would end up with some kind of “Disney park”. So we had to build up a lobby that understood the need to move forward.
JOHN: So how did you build up that lobby? What strategy did you use to convince people externally?

JÖRG:  As Chris West mentioned in his interview, networking is very important. Personally, I did a lot of lobbying… lots of discussions with political figures, with the Mayor of Leipzig. I also met with public groups and various stakeholders. We really used the media as well, making sure we placed lots of positive stories on the Zoo. We looked to create a positive image via the media and make people see the Zoo as a key institution, as well as my concentrating personally on the smaller key group of politicians and City officials and so on.
John: And did you make comparisons with other zoos elsewhere in Germany and outside Germany. Did you look to internationalise the agenda so as to make Leipzig aspire to have one of the best, if not the best, zoo in the world..?

JÖRG: Not originally, but now that we have established ourselves, we do want to internationalise our work and profile. We certainly wish to get more influence on national and EU levels. I feel this is still a weakness. Leipzig Zoo is one of the top visitor attractions in Germany, bringing huge economic development benefits regionally and nationally. And yet I would say our influence on a national and EU levels is not reflected in this.
John: I am guessing you are making a comparison with art galleries, heritage cultural organisations..?  Fewer visitors from fewer parts of society – yet, more influence..?!
JÖRG:  Absolutely, I don’t know how you say it in English….’Hochkultur’,  so called high culture,  the opera, museums, art galleries…such organisations seem much better and more organised at lobbying 

John:  And you are saying that this is not only the case in Saxony and Germany, but on a trans-European level..?

JÖRG:  Absolutely. There is great potential there I think.
John: I have to say agree. I have been frustrated for many years that suggestions as to cohesive lobbying on behalf of the zoo sector get talked about, but never seem to actually go anywhere.
John:  What have you needed in resources to deliver your huge success in external funding?
JÖRG:  We started with a small team, the team required to actually set up the master plan itself, and build the new enclosures. Then this group grew, and we added architects, curators, marketing people, external experts in leisure and later financial people.
We needed two years to finalise the plan and define our first steps. We then divided our future into three development phases. This was to make it easier for the politicians to accept the finance required. After each phase was complete, we carried out an evaluation. This was all part of the strategy. We wanted political figure to only have to decide on €30/40 million at a time, and not €120 million in one go!
John:  A matter of asking politicians not to look too far ahead…?
JÖRG:  That’s exactly right.
John: And do you do all of the negotiations for funding as Director yourself, or do you have dedicated staff?

JÖRG:  Originally the main part was my job, but now of course we have the Head of Marketing, and those responsible for corporate sponsorship.
JOHN:  Is corporate sponsorship important to you?

JÖRG:  Yes, we have a sponsorship system with 5 corporate sponsors at Gold (€75k), Silver (€50k) and Bronze (€25k)  levels. We currently have 5 Gold sponsors:   
· Mercedes  Benz 

· the newspaper, Leipziger Volkszeitung

· the ice cream manufacturers, Langnese 

· the bank, Sparkasse Leipzig  

· the brewery,  Reudnitzer
JOHN: I am slightly surprised that you have a brewery as sponsor.  In the UK drinks companies might be reluctant to sponsor a zoo, fearing a misperception that they are trying to market to children.  Of course every zoo I have ever been to does have a bar selling alcohol..!

JÖRG: No problem here. The sponsorship is tied in with a contract to sell all alcohol and soft beverages.
JOHN: How important have various forms of external partnership been in your external funding success..?
JÖRG: I would say the Max Planck Society was the most important external partnership.  Otherwise we largely achieved the external funding ourselves.
JOHN: Can you point to any lessons you have learned, perhaps mistakes you made… things you would do differently if you were starting all over..?

JÖRG:  Good question!  (laughs) I think now that we are in the middle of the masterplan, we need to evaluate, but I don’t think we have made any major mistakes.  However, in the future, we will have to look more to our mission, to implement more quality projects on conservation and sustainability and communicate on these to the public.
I think in the first ten year plan the main focus had to be the investment itself, but now we have the opportunity to act as a role model, to practice corporate social responsibility “walk the talk”, as well as “talk the talk”.
JOHN:  What about the current recession. How will thus effect external funding?

JÖRG:  I think Germany is a little like Australia as in your interview with Chris West at Adelaide Zoo. The recession’s effects are still lagging. There is a slight increase in unemployment and decrease in consumer spending, but no major effects at the moment. Of course we are all concerned for the future of the German car industry…
But, personally, I think, as a zoo in the middle of Europe, people may sacrifice their holidays abroad, but will still come here. In fact they may come even more, so we have a situation with which we are very comfortable.
JOHN:  Well that seems to be the case all over Europe. Zoos are reporting strong starts to the year.
JÖRG:  If the economic climate gets too rough with decreasing visitors, then of course that will eventually have its effects on us. However for next 3 to 5 years our funding agreements are firmly in place (capital and subsidy), so we do not need to worry there.

JOHN:  That is good news!
JÖRG:  Yes, and hope that it will continue.
JOHN:  Are there any other matters you would like to share with us in terms of your success in external funding? Any important questions I haven’t asked?
JÖRG:  We have covered a lot.  But I would stress what I mentioned before, that we should work to get more influence at National and EU level with politicians. There is lots of potential there.
Also, I think in our country we need to prove we are economic players, too. We need to have a better understanding of what our customers want to have. But of course this needs to be balanced against conservation mission

We definitely need more political impact.
JOHN: That is very interesting and actually fits in with work I have done in the past.  A few years ago, on behalf of a grouping of UK zoos, I put together a document called ‘The Manifesto for Zoos,’ which looked to articulate all the outputs of good zoos that support Government policy. It is probably out of date now, and I would write it differently, but it is all about looking to win more influence with Government for the zoo sector. I will send you a copy.

JÖRG:  That sounds very interesting. I look forward to reading it.
JOHN: Jörg, thank you very much indeed for sharing your experience 

JÖRG:  My pleasure, John.
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