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Executive Summary 

The normal process of a feasibility study is to conduct due diligence to ascertain the viability of 

fundraising efforts and assess the full capacity of a potential fundraising campaign.  The Langston High 

School building renovation project began with a finite goal of $2.3 million for the implementation of the 

original design put forth by Shaw and Shanks in March of 2017 of which $1.8 million had already been 

allocated by the City of Johnson City. The purpose of the feasibility study was to determine the correct 

path to reach the remaining goal of $500,000 through a traditional fundraising campaign to be 

conducted by Langston Education and Arts Development, Inc. (LEAD). 

The feasibility study concentrated on business and individual prospects. The process involved: 

establishing and meeting with the Feasibility Study subcommittee of the campaign committee, 

developing a comprehensive questionnaire and presentation materials for prospects, identifying 

individual prospects to be contacted to receive information and provide feedback about the campaign, 

and meeting with those individuals to gather feedback to inform recommendations. 

Based on the information gathered in meetings with prospects, we believe that pursuing a capital 

campaign with a goal of $500,000 is ambitious, yet attainable. 

Process  

For determining the potential of a traditional capital fundraising campaign, the fundraising committee 

provided a list of approximately 130 prospects. Approximately 30 individuals or families from the list 

provided were contacted and asked to participate in the feasibility study. Individuals were selected for 

participation strategically to ensure an appropriate demographic distribution among the survey sample. 

Respondents were assured anonymity and confidentiality of individual responses and input to ensure 

honest and candid feedback. 

No individual successfully contacted regarding the feasibility study declined or refused to participate. 

We found that the individuals contacted were extremely accommodating and enthusiastic about 

participating. 

A standardized questionnaire was developed and used with each respondent. Responses were gathered 

via a combination of face-to-face interviews, phone interviews, and for those whose schedule would not 

accommodate a personal interview, an online version of the questionnaire was provided. A responsive 

survey tool was used to mirror the sequence of information provided in face-to-face and phone 

interviews. 

Demographic Characteristics of the Survey Sample 

Individual respondents will neither be identified nor associated with their responses. However, the 

general demographic makeup of the survey sample is provided for context and to illustrate the breadth 

and variety of community participation. 



Care was taken to ensure that responses were collected from each major generation segment of the 

population (Silent Generation, Baby Boomers, GenX, and Millennials). Half of the respondents were 

male and half were female. One third of respondents were of a minority race.  

Generally, participants were selected in pairs of the following characteristics: 

 Known philanthropists of significant capacity; 

 Private foundation executives; 

 Executive directors of not-for-profit organizations with significant, recent capital campaign 

experience; 

 Fundraising professionals; 

 Elected officials (not on the Johnson City Commission); 

 Past and present political candidates (not related to the Johnson City Commission); 

 Corporate executives; 

 Small business owners; 

 Commercial real estate professionals; 

 Property developers; and, 

 Professionals engaged in regional economic development efforts. 

The vast majority of respondents were local to Johnson City and the Tri-Cities region. However, several 

individuals from outside the area with ties to the region were included among respondents. 

Data Collection Instrument 

All feasibility study participants were administered the same set of questions, whether in-person, by 

phone, or online. The survey logic is provided below: 

Q1. Are you familiar with LEAD, the alumni association of Langston High School? (Yes/No) 

Q2. All respondents were provided with a general description of the organization and asked to 

rate the importance of having such an organization in the Johnson City community on a 

scale of 1 to 10. Respondents who indicated in Q1 that they were not familiar with LEAD 

skipped to Q7 after responding to Q2. 

Q3. Would you share with us what you know about LEAD and what, if any, your involvement 

with them has been?  

Q4. What do you think of the leadership of LEAD?  

Q5. What do you hear in the community or region about LEAD? 

Q6. Are you familiar with LEAD’s work to renovate and preserve the Langston High School 

campus?  

Q7. All respondents were provided with a general description of the Langston High School 

renovation project which included both renderings of the proposed renovation and asked to 

rate the importance of accomplishing the goal of implementing the original design on a scale 

of 1 to 10. 

Q8. Do you believe that utilizing the facility as LEAD intends will be an asset to the community, 

particularly the downtown area?  



Q9. Do you feel that the community is going to be receptive to LEAD’s plans for Langston High 

School? 

Q10. How do you feel about the public/private partnership between the City of Johnson City and 

LEAD on this project? 

Q11. Do you think the region might be able to contribute $500,000 over three to five years to 

support this project? 

Q12. Who do you think LEAD needs to be connecting with in the community to accomplish this 

goal? 

Q13. Participants were provided with a generalized pyramid of six gift levels needed in order for 

the campaign to be successful along with an estimate of the number of gifts needed at each 

level and asked, “Do you think that might be reasonable for us to find in this area?” 

Q14. It is very early to ask this, and this is not a binding request, but if you were to be asked 

about what amount you might consider to give to the project over the next three to five 

years personally, could you guess at an amount? 

Q15. Given the current social and political climate, this has the potential to be a sensitive project. 

Locally, how do you think this climate will help or hinder the project? 

Q16. What challenges do you anticipate we will encounter? 

Each interview and survey concluded with an open-ended opportunity for the respondent to ask 

questions and/or request additional information. 

Summary of the Preliminary Assessment 
Overall, the preliminary prospect list was extensive and impressive, indicating that the LEAD 

organization has the network capacity necessary to launch a successful campaign. The response rate of 

individuals and families asked to participate in the feasibility study was a key indicator in the assessment 

pointing to the likelihood of success. Six (6) key findings emerged as a result of the feedback received 

through the feasibility study process: 

 LEAD is not well-known in the community. Significant marketing efforts are needed to raise 

awareness of both the organization and the project. However, LEAD is considered a valuable 

asset to the community and its leadership is well-respected. 

 Community members overwhelmingly see the completed project as an asset to the community 

and the downtown area. 

 Public/private partnerships are extremely important to the community and must be handled 

with care. 

 In addition to a comprehensive marketing plan, grant funding will be important to the project’s 

success. 

 Concerns about any impact that racial tension on a national scale may have on the project 

locally may be unfounded. However, positioning the overall project as a multicultural endeavor 

and marketing its potential impact to employers’ diversity efforts is highly important. 

 The local market is saturated with competition for capital campaign dollars. It is crucial to 

differentiate the Langston project from other competing projects. A major focus of this 

differentiation needs to be the programming that will result from the success of the project and 

its impacts. 



Results of the Preliminary Assessment 
Responses for each question posed to the respondents of the feasibility study questionnaire are 

provided below. 

Q1. Are you familiar with LEAD, the alumni association of Langston High School?  

Yes: 46.67%  No: 53.33% 

 

Q2. All respondents were provided with a general description of the organization and asked to 

rate the importance of having such an organization in the Johnson City community on a 

scale of 1 to 10.  

Among respondents who indicated in Q1 that they were familiar with LEAD, the average rating on 

the importance of the organization was 8 on a 10 point scale. For respondents who indicated in Q1 

that they were not familiar with LEAD, the average rating on the importance of the organization was 

9 on a 10 point scale. 

Q3. Would you share with us what you know about LEAD and what, if any, your involvement 

with them has been?  

Only respondents who indicated familiarity with LEAD in Q1 were presented with this question. No 

respondents indicated involvement with LEAD. A sample of 5 comments is provided. This sample is 

representative of all responses received: 

 “I recall seeing some articles in the JCPress. I’ve not had any involvement.” 

 “No direct involvement but I have talked with some committee members about the project 

and the current condition of the building.” 

 “I know they are involved with Langston school renovation and turning it into a community 

center.” 

 “I have heard of them but not particularly familiar with their whole mission. I think 

preserving the history of the Langston Building is extremely important for our community.” 

Q1

Yes No



Q4. What do you think of the leadership of LEAD?  

Only respondents who indicated familiarity with LEAD in Q1 were presented with this question. Of 

respondents presented with this question, 30% opted to skip this question. A representative sample 

and substantive responses received: 

 “I didn’t know who is leading LEAD. Now that I do, this is an impressive group.” 

 “I know many of the leaders involved. The African American community in general is 

overwhelmed. There are too few people on too many boards that require more time and 

expertise than leaders in the community often have. Leaders in our community can be 

entrenched in how we do things and not open enough to new ideas and approaches. Heart 

often outweighs expertise. Training would be invaluable, especially with regard to strategic 

planning, marketing, etc. In working with the City and other organizations, we often fail to 

follow established procedures. When this results in missing deadlines and thus not getting 

required approvals, it's not, ‘because we're Black;’ it is because we didn't follow the rules. 

However, issues have been encountered in working with the City and other organizations 

that do point to a need for diversity and sensitivity training on the part of the organizations 

that the Black community attempts to work with.” 

 “Impressive.” 

 “I am familiar with a couple of the board members and they are outstanding citizens who 

have great integrity.” 

 

Q5. What do you hear in the community or region about LEAD? 

Only respondents who indicated familiarity with LEAD in Q1 were presented with this question. Of 

respondents presented with this question, 30% opted to skip this question. A representative sample 

and substantive responses received: 

 “There is a group working to raise funds to preserve Langston. The City of JC might move 

Princeton Arts Center to the facility. Some work has happened at Langston, like asbestos 

removal. It’s planned to be a multicultural center.” 

 “Very little.” 

 “I've talked with a couple of people on the board, and I've seen articles in the JCPress, but I 

haven't heard much else.” 

 “Mostly it is from their campaign to preserve the school.” 

 “Nothing.” 

  



Q6. Are you familiar with LEAD’s work to renovate and preserve the Langston High School 

campus?  

Only respondents who indicated familiarity with LEAD were presented with this question. Of those 

familiar with LEAD, 85.71% indicated, “Yes, they are familiar with LEAD’s work to renovate and 

preserve the Langston High School campus,” 14.29% indicated, “No, they were not familiar with 

LEAD’s work to renovate and preserve the Langston High School campus.” 

 

Q7. All respondents were provided with a general description of the Langston High School 

renovation project which included both renderings of the proposed renovation and asked 

to rate the importance of accomplishing the goal of implementing the original design on a 

scale of 1 to 10. 

Overall, respondents rated the importance of accomplishing the goal of implementing the original 

design 5.8 on a scale of 1 to 10. 

Q8. Do you believe that utilizing the facility as LEAD 

intends will be an asset to the community, 

particularly the downtown area?  

100% of respondents answered “Yes.” 

Q9. Do you feel that the community is going to be 

receptive to LEAD’s plans for Langston High 

School? 

Yes: 85.71%  No: 14.29% 

  

Q6

Yes No

Q9

Yes No



Q10. How do you feel about the public/private partnership between the City of Johnson City 

and LEAD on this project? 

Participants were overwhelmingly responsive to this particular question. Every individual who 

participated in a personal interview provided an in-depth and substantive response. Online survey 

participants were also highly responsive. 80% of online respondents provided a response even 

though the question offered only a comment-based response option. (Overall, this was the most 

likely question-type to be skipped. The skip rate for this question was the lowest among all open-

ended, text-based responses in the online version of the questionnaire.) A representative sample of 

comments is provided.  

However, it merits noting that, although the responses include a mix of both positive and negative 

feedback, the text of the comments alone fails to convey the level of passion that was observed in 

personal interviews when individuals responded to this question. The community feels very strongly 

about the importance of public/private partnerships. 

 “Public/private partnerships can work well, but they are dependent upon willingness to cut 

through red tape to get the job accomplished.” 

 “I like to see it. The synergies are good. We have a lot of infrastructure needs regionally and 

I like to see the City stepping up in public/private partnerships to get things done. It shows 

good fiscal stewardship and demonstrates that we as a community are investing in our 

community. Every dilapidated structure we can address shows pride in our community and 

only serves to further investment in our region.” 

 “Public/private partnerships are vitally important. Whenever our public entities have an 

opportunity to leverage private partnerships, it is a win/win for everyone involved and 

creates a tremendous amount of goodwill between governments/elected officials and the 

communities we serve.” 

 “The community doesn't trust the City. The City has used the project site as a dumping 

ground.” 

 “A partnership involving the city and private groups can only enhance the project.” 

 “It's always good to have partnerships with the city that build a healthier Environment.” 

 “Wish the city would chip in more.” 

 “I believe it is important for the City to help anyway they can and show support for 

projects.” 

 “I love when both the private sector and public sector can come together on a project!” 

 “PPPs are great, but every entity must benefit, not just the private partners and not just the 

public. Make sure the return is well understood before pitching the idea. The last thing 

taxpayers need is to throw money at a project that little benefit comes from.”  

  



Q11. Do you think the region might be able to contribute $500,000 over three to five years to 

support this project? 

86.67% of respondents provided a response to this question. 13.33% skipped this question. Of those 

who responded, 69.23% indicated, “Yes, they think the region might be able to contribute $500,000 

over three to five years to support this project,” 30.77% indicated, “No, they do not think the region 

might be able to contribute $500,000 over three to five years to support this project.” 

Respondents were given the option of commenting on this question. A representative sample and 

substantive responses received: 

 “Five years is realistic. I cannot remember a time when there were so many major capital 

campaigns going on in this region concurrently.” 

 “Absolutely, no question. Just need marketing and a plan.” 

 “But not without grant funding. The capital campaign field in this market is crowded.” 

 “Possibly. Does this include what the city will put into this? It will take a lot of public 

promotion of the project, and targeting which businesses and community leaders to 

approach, but I think this goal is possible.” 

 “I say no, not because it can't be done, but because it's unlikely. There are dozens of 

organizations like yours trying to raise this level of money in a small town. Your success 

depends on your ability to prove that you are different from every other non-profit, that 

benefits will actually be realized, and that your network is willing to open wallets. 

Fundraising from the general public will depend on your ability to get through the noise of 

everyone else asking for money. In Johnson City, there is a perpetual call for donations in an 

area with less than modest income.”  

Q12. Who do you think LEAD needs to be connecting with in the community to accomplish this 

goal? 

The vast majority of respondents provided very specific responses to this question, listing names of 

individuals and organizations who should be added to the donor prospects identified for the 

campaign. A representative sample of general comments: 

 “Need a web presence with information readily available to the public. A marketing 

campaign is significant. It’s difficult to find information.” 

 “Contact particularly regional employers… regional employers who have employees in 

Johnson City…regional retailers, etc. Individuals in the Black community who are and have 

been involved in supporting efforts in the region.” 

 “Business and corporate leaders and civic groups. I think a public relations campaign should 

involve donors at all levels--giving an opportunity for support from small donations to large 

ones.” 

 “Development authorities, private donors, businesses with diversity initiatives.” 

 “Honestly I think a weirder plan will work. LEAD has to prove that $500,000 more will make 

a $500,000 difference in the plan. Obviously, they need to connect with other like-minded 

individuals - preferably with money…[specific individuals suggested, omitted].” 



Q13. Participants were provided with a generalized pyramid of six gift levels needed in order 

for the campaign to be successful along with an estimate of the number of gifts needed at 

each level and asked, “Do you think that might be reasonable for us to find in this area?” 

 

The response rate for this question was especially high with all individuals who participated in a 

personal interview providing a response and only 3 online respondents skipping the question. An 

overwhelming majority (83.33%) responded, “Yes.” It should be noted that in personal interviews, 

several respondents indicated, “No,” then changed their response to, “Yes,” after learning that a 

top-tier donation has already been received. Universally, these respondents indicated that it is 

important to publicize the top-tier gifts received, and those donors, because it gives the overall 

campaign a great deal of credibility with additional potential donors.  

A representative sample of comments: 

 “Donors for larger amounts are difficult to identify in this area. Will there be applications for 

grants?” 

 “I think LEAD will need to promote the regional aspect of this facility and the kinds of 

activities that will be going on to make sure that they can attract the number of large 

donations that they will need. Also, the small donations can build up as well, if folks know 

they will benefit from the types of programming that will take place.” 

 “Depending on how small business is doing in JC. It's a hub for the surrounding towns so 

there may be a need to reach out.” 

 “I believe it will be difficult to find up to 24 $5,000-25,000 pledges. The smaller ones and a 

couple larger ones, yes, no problem.” 

 “I think this is a reasonable target. However, those people that can afford to give >$1500 are 

already being hit up by other organizations. What's your plan to reach them and 

differentiate yourself?” 

$50,000+ 

(1 gift)

$25,000-$50,000 

(3 gifts)

$10,000-$25,000 

(8 gifts)

$5,000-$10,000 

(18 gifts)

$1,500-$5,000 

(24 gifts)

<$1,500 

(many gifts)



Q14. It is very early to ask this, and this is not a binding request, but if you were to be asked 

about what amount you might consider to give to the project over the next three to five 

years personally, could you guess at an amount? 

Over 80% of respondents indicated that they would make a gift of less than $1,500. However, only 

20% of respondents indicated that they would not be willing to make a gift to the campaign (30% is 

typical). And, of respondents who are known philanthropists of significant capacity, 100% affirmed 

that they would make a gift commensurate with their expected capacity. 

Q15. Given the current social and political climate, this has the potential to be a sensitive 

project. Locally, how do you think this climate will help or hinder the project? 

In personal interviews, many respondents, regardless of race, were reluctant to provide a 

substantive response to this question. Most indicated, “I don’t know.” However, online respondents 

were more candid with 80% choosing to respond. A representative sample and substantive 

responses received online: 

 “There will be detractors—many people will not support the concept as there are few in the 

community who understand how this facility and programming in it will address economic 

impact.” 

 “It is important that the project be multicultural and that marketing efforts clearly 

demonstrate who benefits.” 

 “Do not think this will be controversial or a problem. The region is largely white, republican, 

but historically this has not had a huge impact. We do not have a history of strong racial 

tension in the region.” 

 “There is a need for a call-to-action for recruiting and keeping diverse people in this region 

for companies. Corporations in this market frequently voice frustration with maintaining a 

diverse workforce.” 

 “I think the current political climate will help this project. The push toward social equality 

and justice may be just what this project needs to get the backing of the region.” 

 “Race is playing a major role in everything. Focusing on any particular race as the cause will 

lower the potential donor pool in JC.” 

 “We need more diversity initiatives in our area to help counteract the current climate.” 

 “I hope the campaign is a success. I'm sure that if the funds cannot be raised, there might be 

a little tension.” 

 “Personally, I think Johnson City needs to dig in on the cultural diversity and inclusion. It has 

gotten better, but it is way behind the rest of the nation. Millennials have little desire to live 

in a homogeneous small town. This could be good for the community.” 

Q16. What challenges do you anticipate we will encounter? 

Again, respondents overwhelmingly responded to this question. The majority of responses were 

related to the number of capital fundraising campaigns already underway or planned in the region 

and the need to differentiate the campaign from other fundraising efforts. A sample of substantive 

responses, not exclusively related to competition in the general capital campaign field in the region: 



 “You have to have a compelling story. Have to identify what the donors are going to get out 

of it. Naming opportunities will be very important. If the city won’t give naming rights, they 

need to step up in a bigger way. Has to be more than the Black community; has to be 

multicultural. Has to be a strong strategic marketing plan behind the project that clearly 

articulates to identified potential donors the specific benefits to them of giving to the 

project. Have to answer the question, What’s in it for me?” 

 “Messaging needs to be clear. Is this truly a multicultural project or a Black project? If it is 

going to be a Black community project, say so and own it. If it is a multicultural project, 

clearly communicate how it will serve the multicultural community, not just the Black 

community.” 

 “It is always a challenge to raise a lot of money. It will take a carefully prepared public 

relations campaign to get people behind this project. It would be good to go into the 

fundraising aspect knowing of several large dollar commitments ahead of time.” 

 “1) Buy-in... can you deliver on the programs or is this just a building project to show case? 

2) Capital ... everyone is trying to raise money for the same type of programs you are, what 

makes you different? 3) Leadership ... If people don't think that the leadership are truly 

passionate or truly committed to this, they'll see right through the campaign marketing 4) 

Vision ... What's the long term vision? I know you can only plan a strategy around 3-5 years 

out, but what's the long term play? What are the end goals? Where are we going with this? 

That building has been there since the 1800s. 3-5 years is just a dent in time. I think it can be 

done, but these questions need to be really thought about before knocking on doors.” 

Each interview and survey concluded with an open-ended opportunity for the respondent to ask 

questions and/or request additional information. 

Every individual who participated in a personal interview requested to be kept informed about the 

campaign and to receive campaign materials and updates. Only two online respondents left additional 

comments: 

 “I think this like many other ideas are great ideas for the community. And it’s great to see a 

team of people rise to the challenge. I wish you the best of success and look forward to seeing 

this progress.” 

 “Also with that location and downtown development being what it is. It may either help 

(additional historical spot) OR hinder. That's potential prime real estate downtown.” 

 

Recommendations 

In order to proceed with a successful capital campaign for the renovation and preservation of the 

historic Langston High School campus: 

 The public/private partnership aspect of the project must be formalized in an agreement 

acceptable to both the City of Johnson City and the LEAD organization which can be clearly 

articulated to the broader community in a transparent way that includes accountability. 



 The campaign must have a comprehensive marketing strategy that raises awareness of LEAD, 

the goals and impacts of the project beyond the construction aspect, the public/private 

partnership, and the benefits to all regional stakeholders. 

 The goals and impacts of the project must be differentiated from other competing efforts in the 

region and clearly linked to programmatic impacts especially as they relate to employers’ 

diversity efforts and economic development. 

 Grants should be sought to augment the capacity of the local philanthropic community. 

It is our professional opinion, based on the findings of this feasibility study, that if these steps are taken, 

the fiscal goal of a $2.3 million capital campaign for the renovation and preservation of the historic 

Langston High School campus, of which $1.8 million has been committed by the City of Johnson City, is 

an ambitious, yet attainable goal. 


