
Appreciating Members:

Membership Programs for 
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Presenter Notes
Presentation Notes
Charlotte introduce



Rachel Horgan
Director of Development & Community Engagement

Greenbelt | Essex County’s Land Trust

Charlotte Hand Greeson
Development & Communications Coordinator

Westport Land Conservation Trust

Presenter Notes
Presentation Notes
Charlotte start, then Rachel

Role at your org, how long you’ve been there, and  HOW MUCH WE DO!!



Agenda

11:40 Brief description of ECGA and WLCT

11:45 Our membership definitions and programs

12:00 What is a Member Appreciation Program?

12:20 MAP outcomes

12:35 Open discussion

Audience participation encouraged!

Presenter Notes
Presentation Notes
RACHEL: 
Want to point out that we’ll need to be brief on some potentially ‘big’ topics, in order to spend the majority of our time on MAP and having a great discussion
And we’ll use this slide type to indicate opportunities for audience participation. If you have a clarifying question, please ask, otherwise, let’s try to hold questions/contributions for discussion times. 

We hope that you come away with at least an idea for a program or engagement opportunity, even if you never do a MAP program. 




Westport Land Conservation Trust

Town-based Land Trust
● Supported the preservation of 5,600+ 

acres since 1972
● Including 2,000 acres of agricultural land
● 10 buy-preserve-sell farms in 10 years
● 11 12 public access properties
● 1800 acres in-fee; 1600 acres of CRs

Mission
To preserve and protect Westport’s natural 
resources for people and nature, and to 
educate the public about the wise use of 
natural resources.

The Westport Land Conservation Trust is 
dedicated to preserving, stewarding, and 

connecting the community to open space, 
working farmland and natural resources.

Celebrating the past, preserving the future

Presenter Notes
Presentation Notes
11:40-11:45 for both WLCT and ECGA
Transition: First up, let’s give you all a better sense of our organizations, helping to add context for our presentations. 
11 12 public access properties



Westport Land Conservation Trust

● 4 FTE Staff
○ Executive Director
○ Land Steward
○ Community Connections Coordinator 
○ Development & Communications Coordinator

● Approximately 580 donors annually

Presenter Notes
Presentation Notes
11:40-11:45 for both WLCT and ECGA



Essex County Greenbelt Association

Regional Land Trust, serving Essex County

○ 34 Cities and Towns
○ 22,500 acres protected since 1961
○ 60+ public properties

Mission

Greenbelt protects natural land and working farms 
across Essex County forever, helping to conserve 
healthy ecosystems, clean water, local food supplies, 
scenic landscapes and free, accessible places for all to 
benefit from nature. 

Presenter Notes
Presentation Notes
11:40-11:45 for both WLCT and ECGA
Noting # of public properties, as this really helps with our public engagement, yet we still have nearly ½ our portfolio in CR or APR. Of protected acres, over ⅓, or close to 8,000 are owned in fee, and a little under half, or 10,000+ are CRs or APRs. remaining amount protected, about ¼ are assisted projects. 



Essex County Greenbelt Association

● 23 FTE staff
● Development & Community Engagement: 7 staff

○ 3 FT Development Staff
○ 2 FT Events/Outreach
○ 1 FT Communications
○ 1 FT Design

● Approximately 5,000 donors annually

Presenter Notes
Presentation Notes
11:40-11:45 for both WLCT and ECGA



Westport Membership

Presenter Notes
Presentation Notes
START BY 11:45, finish by 11:55 for both WLCT and GB

CG: Now we’re going to talk about our membership definitions and our programs….
Westport: 



Westport Membership

What do we mean when we say “membership”?
How we raise revenue:
● Special Projects = land preservation projects

○ Targeted asks & fundraising social events
● Membership

○ May & August direct mail general appeal
● Annual Fund

○ October leadership donors, unrestricted
○ November general appeal
○ Direct mail & targeted asks

Unless otherwise noted,Membership & Annual appeal revenue goes to Operating

Presenter Notes
Presentation Notes
START BY 11:45, finish by 11:55 for both WLCT and GB

What is MB’s role, within my revenue year? Membership is essentially a segmented appeal



Greenbelt Membership

What We Say & How We Market Membership
Members are Donors who give to the Membership Fund

What our Bylaws Say
Members are Donors who give to ANY fund

Presenter Notes
Presentation Notes
START BY 11:45, finish by 11:55 for both WLCT and GB

Simple definition, and here are a few click through quickly a few examples about how we market membership over the last few years.  supporting the general work of the organization- and that it can mean different things to different members; inclusive, welcoming, organizational-based support. 

While gifts to membership and to our year-end Annual Fund both roll into Operating, We have made a specific branding to our membership, calling out to the most easily understood, and experienced, elements of our land trust: 

CLICK A ‘fun’ contradiction is that our Bylaws say something different! I don’t have an answer for that but, that’s our program. 



Greenbelt Membership

Program Admin

Membership is valid for 12 months from the 
date of membership donation. 

● Membership renewal appeals are sent 
on a rolling basis throughout the year

● Acquisition appeals to lapsed 
members, donors to other funds, event 
attendees or other prospective groups 
are sent 1-3x a year

● We average 200-600 appeal 
letters/emails monthly

● 2,500 annual membership donations, 
representing about 4,000 individuals

Member Benefits

● Membership Card
● Business Partner Discounts
● Printed Guidebook
● Reduced fee at some events
● Guidebook updated maps

Member Benefits

● Membership Card
● Business Partner Discounts
● Printed Guidebook
● Reduced fee at some events
● Guidebook updated maps

YOU GET NOTHING

You are a member because you 
support the organization!

Presenter Notes
Presentation Notes
START BY 11:45, finish by 11:55 for both WLCT and GB

Pros
keeps membership rolling, without needing to rely on one large campaign. Meets members where they are at, giving flexibility on renewals, etc.
Flexibility of dates means we are mostly able to keep membership appeals schedule going no matter what, no matter a land campaign, annual appeal, etc. as it’s in its own ecosystem
Cons
This takes work to keep moving! Like an endless wheel. And you don’t condition folks to renew at a certain time each year, so you always have movement on where clumps of membership lands. CLICK

Member Benefits
Review old options: and why we cancelled them. Primarily, all down to the weight/cost of admin for these benefits. AND creating a culture of ‘transactional’ donors. 
CLICK. By 2019, we had ceased all benefits. 
CLICK .Without having donation amounts tied to specific benefits, it allows for flexibility on giving levels; we still work to move donors up in their giving, but can customize this where needed, be more incremental in lower giving tiers and do what feels right for the organization. 




Do you have a Membership 
program at your organization?

What does that program look 
like?

Presenter Notes
Presentation Notes
11:55 BE HERE!! Cut off by Noon discussion
Does your organization offer benefits to members?
If so, what benefits? No benefits?
Are you more like Westport? Are you more like Greenbelt? A different set up? 




Westport Membership

What’s our problem?

Strategic Plan goal:
Grow Membership by 20% 
before 2027

Presenter Notes
Presentation Notes
START TIME: noon, Finish Westport by 12:15
Transition: Now, we’re going to talk about how our organizations came to approach our Membership Appreciation Programs. What ‘problems’ were we trying to solve with MAP?
Welcome questions for clarity, but deeper questions let’s hold for our discussion time that we’ll be starting around 12:30. 
At westport….




Leaning in to our donors and our brand

What the fundraising experts tell us about donors:

● Donors want to be recognized
● Donors want to know or do something special

○ Larger donors believe money = access
● Donors don’t want tchotchkes

What this solo development person needs from a donor program:

● Fewer administrative tasks
○ Keeping track of who received what, when
○ Determining membership pricing

● Fewer accounting headaches 
○ Determining actual cost of donation

● Less gatekeeping

Presenter Notes
Presentation Notes
Finish Westport by 12:15
Solving (?) donor loss
Theory behind our program: 



Member Appreciation at Westport 

Our  program is very new! 

1. Everyone is welcome!
2. An opportunity to tell our story more deeply
3. Access to our staff

Presenter Notes
Presentation Notes
Finish Westport by 12:15
We didn’t want to add programming costs – nothing that costs more than staff time



Member Appreciation at Westport

● Monthly email to all donors in the past ~ 12 - 15 months 

● Subject line reads “Thank you for being a member”

● Details the next 1 - 3 monthly programs

● Staff facilitate members getting to know one another

● Program is high-level conservation information

● Follow-up email with information from program 

● Programs are listed publicly on our website

● Sign ups are on a different platform than our other programs

Presenter Notes
Presentation Notes
Finish Westport by 12:15
The work that it takes to run the program, and how the program runs



MAPs at Westport

Presenter Notes
Presentation Notes
Finish Westport by 12:15
Time-intensive!!
What it looks like for a donor/member



Problem(s) Solved??

Presenter Notes
Presentation Notes
Finish Westport by 12:15
So much work for me!
Has not increased # of members�Has increased in interest! And increased engagement of current donors (early days)�Helped define membership!!�BUT people love them for all the right reasons�Most interestingly, I have learned a lot from my colleagues

FINISH HERE AT 12:15 at the latest



Membership Appreciation at Greenbelt

Transitioning from Member Benefits to Membership Connection

Problems??

● What if we have taken away their 
reason to be a member? 

● What if “membership” and 
“Greenbelt” don’t really go together?

● Do we do away with the program 
altogether?

● Why do we even have this program? 
Is it helpful to our mission?

Member Appreciation Events to 
keep members connected, 
engaged, and feeling ‘special,’ 
while continuing to emphasize 
Greenbelt Membership as broad, 
community-centric support for 
Greenbelt’s work.

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
We don’t want transactional members…
2) Still a question we ponder- what does ‘membership’ even mean in a place that is entirely free? A definition question for sure
3) too big a risk! Membership makes up 25% of this annual goal. So while not huge, it’s not nothing

 Is this helpful to our mission? This is key!! And where we came up with our solution. CLICK  We think Yes; Average membership donation amount is $100; average Annual Fund donation $1,500+. It’s an entry-point; it’s welcoming, it’s accessible, it’s our most simplified, distilled version of who we are as an organization. And, because there are no benefits associated with your level of membership, it really doesn’t matter if you give $20 a year or $2,000. 



Membership Appreciation at Greenbelt

Launched in 2019, as “Special Excursions for Greenbelt Members”

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
As I put this program together, I realized we had a bit of an intermittent start to the program…Launched in 2019, with 4 events, mailing up front, then everything via email following. Had folks use a special code/password to access registration

Ended up with 70 attendees across these events; 3 ran, one cancelled. Cost: $1,000, primarily the $800 for the boat, not including print/mailing costs. . Then 2020, we had another lineup: 

And then covid!
2021, I was on maternity leave/returning from leave, so no program



Membership Appreciation at Greenbelt

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
That brings us to 2022, where we can then track the last several years of our program; You’ll see we were still using “exclusive” in the title. Strategy of the mailing for a paper touch point, but stating registration would only be via email. We looked at diversifying the interests and also increasing event capacity. 



Membership Appreciation at Greenbelt

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
This is our postcard from 2025, and array of events. Love the move from a beautiful photo for the postcard to being able to use a MAP event- this one from a walk in Lynn Woods with a great group!

We began supplementing our planned events with pop-up meet ups, at breweries or coffee shops, to add additional date options to our calendar, but easy/no set up. You’ll note on this year, we really honed in on the “Member Appreciation Event’ branding, instead of “exclusive” for members, to better align with appreciation vs. benefit. 

Also of note; all these events are led by staff. Something that I learned from Charlotte, Members really like this special access to staff, especially staff that are not as forward-facing, and getting to see areas of our work that often happen behind the scenes. 



Membership Appreciation at Greenbelt

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
So how has MAP been working out for Greenbelt? 
Did we achieve our goal of keeping members engaged and feeling connected? 
Did it solve our perceived problem of no longer offering benefits? 
Well, let’s look at some data! So smaller star is the 2019 start, but then we had two years off, resuming the program in earnest in 2021. Trajectory is good, right? 
Well, it follows our general trend overall; a portion of AF donors are MB donors, but not all, plus we also have had numerous land campaigns with positive results, that are even more distanced from any impact of MAP…




Membership Appreciation at Greenbelt

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35

So this chart looks at who attended the set of MAP events in these years, and where they are today- are they still active donors? Are they lapsed now? 

Okay, pretty good! How do these folks compare to members overall? CLICK Pretty good, but not definitively better. But maybe we can count that members overall are also receiving the MAP communication, even if they’re all not attending the programs, which isn’t even something we could accommodate; the touch point alone is maybe helping boost the whole program?

And what about when we compare MAP attendees and Membership with overall donorship? ??  CLICK Hard to make a definitive trend…Maybe we need a few more years! Or is this rising tide of MB engagement lifting all boats? Isn’t parsing your fundraising efforts fun????

That said, engagement for these events is especially high; for our general Greenbelt events, walks, lectures, etc., we see about a 60% “commitment” rate; meaning of those that RSVP for the event, that percentage then shows up for the event. In MAP, it averages at a 90% commitment rate. So it’s a very good use of staff time and organization resources to plan and execute these events. 

So, ???



MAP Challenges

Finding the right type of events: DON’T DO A BOAT CRUISE

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
Okay, so data aside, what else have we learned over the years of running this program? 

Don’t overdo it!’; your MAP events should NOT feel excessively exclusive, extremely high-value, must-haves, but something more in line with the ethos of our organization- For Greenbelt, and I expect a lot of us here, it should be more grass roots, unpolished, authentic,
So to boat cruises: Sometimes, you can have too much of a good thing! Pictured here:  like when we first offered a sunset cruise on the Essex River, with our Director of Stewardship discussing marsh ecology and Osprey. Demand was out of this world, and, because, well, life, of course the registration link went down during sign up… Let’s just say it was a mess, and did NOT make for happy membership! CLICK I spent a lot of time reaching out to those dissatisfied members, fixing the registration, trying to help convey that we were overwhelmed with the interest in the event, using some light humor… we got through it, but a good lesson!




MAP Challenges

Finding the right type of events

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
Finding the right type of event can still be a gamble! This set of photos is from an event “Discovering New England Stone walls” with Kevin Gardner, who’s also a stone mason. Initially, we thought we might have 30ish ppl max interested in this type of lecture. We ended up fully at capacity, with 70+ ppl, and a waitlist. 




MAP Challenges

Finding the right type of events

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
Speaking to a range of interests, sometimes niche, can help. These photos are from a journal making class led by a local artist, and we managed to land on just the right # of folks interested for the spots we could accommodate. 



MAP Challenges

Capacity and Registration

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35

Even with the ‘right’ event, capacity is still an issue for us! So: a mix of events that can allow for varying capacity levels, like an online lecture, or larger venue space, and smaller, perhaps less popular, niche events that allow for a more intimate experience. 

This photo is from an event with Michael Wojtech… ; we did an online course via zoom, 70+ participants for his lecture on “Know your Bark: Tree Identification”, then a smaller in-person opportunity to go on a walk with Michael in november and ID trees via bark in real life. 

Equitable access. First-come, first-served? Not the best- see the failed boat tour! Even when your event reg system doesn’t fail, first come first serve favors the online, tech savvy members, then you still are left managing a possible waitlist and disappointed folks that couldn't’ register fast enough and always feel like they’re missing out. enter the Lottery System, which has been working fairly well! In some ways, it’s good we had our boat disaster!





MAP Challenges

Connecting Members

Presenter Notes
Presentation Notes
START at 12:15; finish by 12:35
Connecting Members
Most people are craving real connection, so what better way than meeting fellow members? Yes, that’s true, but it can also be harder than you think!
Fail: recurring member birding walk; attendance: 1
Brewery or other meet-ups: who’s working the room? What are the acoustics like? 
Art class with charismatic art teacher? Yes!
Bring a friend? Yes!
Needs a dating-service type approach!





What I Love About Greenbelt’s MAP

Presenter Notes
Presentation Notes
STOP TALKING BY 12:30, 12:35 at latest!! 

This picture says it all!!

Connection- connecting our members with very mission-centric activities, deeper levels of understanding of this work; you have this audience that has already said “yes” to your org (not just a project), and WANT to learn more about that. 
highlighting an area of interest or even something that might be considered niche to a land trust.
Getting away from all the admin of MB, to the people!!
Mix of donors- I love that our membership program encourages donations on ANY and ALL levels; since there are no benefits, it really doesn’t matter how much you give! Is that the best strategy for getting the most $$ out of every donor? Probably not, but that’s not really the point with this program, at least for us. And because of that, you have an equal mixing of ‘donor brackets’ on these events; this picture here- MLHG with CB, and everything in between. 

Authentic engagement- staff engagement with members, AND engagement with partners, landowners, etc. This picture; at Iron Ox Farm, a project from a few years ago where we bought and protected significant farmland, then sent out a request for proposals to offer a long-term ground lease for the farm, resulting in two young farmers, Alex and Stacey, starting Iron Ox Farm here, resurrecting the beloved local farmstand and continuing the history of local agriculture in the area. Alex co-lead this member appreciation walk with our Director of Stewardship. An awesome event that gave members facetime with staff, including Anna, AnnMarie, myself, Chris, John… AND an opportunity to talk about this past project AND for us, and the membership, to meet and get to know the young farmers who are building their business at this Greenbelt-owned property. What an event!

Shared experiences- I mean, again, this picture! A sopping wet farm walk, with over 40 people, that SHOWED UP. In our first year in 2019, we did a walk at Lynn Woods, and I ignored the possibility of thunderstorms in the forecast. Well, with a group of about 65 ppl, we ended up getting hailed on. Everyone was safe, and instead of disgruntled hikers that were wet, cold and had been pelted with hail, it was a laughing, friendly, excited group that had a bonding experience. 



Member Appreciation Programs

Presenter Notes
Presentation Notes
12:35
Do you have a MAP or similar?�Event ideas? Things to avoid?�Open questions




Rachel Horgan
Director of Development & Community Engagement

Greenbelt | Essex County’s Land Trust

rachel@ecga.org

Charlotte Hand Greeson
Development & Communications Coordinator

Westport Land Conservation Trust

charlotte@westportlandtrust.org

Presenter Notes
Presentation Notes
Thank you!!
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