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Overview
This toolkit has been compiled by the Anschutz Family Foundation with the assistance of nonprofits and fellow grantmakers in Colorado.  The toolkit is designed to provide organizations a better understanding of challenge grants, ideas for implementation, tools and resources, and an ongoing, updated list of case studies from grantees who have successfully completed a challenge grant issued by AFF, and current publications on the topic.
Nonprofits have an entire menu of tools they can access with regards to fundraising.  The trick is to continuously reach out to new community members and stakeholders.  There are small scale efforts: coffee talks and individual asks; there are large scale efforts: special events and marketing campaigns.  The range is broad and results will vary.  However, when looking at “best practices”, one can declare certain common threads among successful nonprofits and their fundraising strategies:  community engagement and leveraging resources.  
The Anschutz Family Foundation uses challenge grants as a means to an end.  The goal is to use our challenge to motivate your board, your current donors, and to gather future donors to ensure long-term sustainability.  We hope that the following resources will provide the tools necessary to not only meet the challenge grant you’ve been issued, but to exceed it!

If you would like to contribute with additional information, insight, or tools for this toolkit, please contact us.  We welcome your feedback.

What is a Challenge Grant?
Challenge grants are an effective leveraging tool, one that can be used in a variety of creative ways with the end goal being more support and recognition within your community.    A challenge grant helps create momentum and incentive for an organization’s staff, board, volunteers, and community to rally to the cause.
The foundation issues a challenge in an amount within the range of our usual grants ($2,500-$10,000).  Challenge grants make up a small percentage of our grants each cycle, usually less than 10% of our funding.  Using our pledge, it is up to your organization to match dollar for dollar up to the amount we have specified.  The deadline for challenge grants is outlined in the grant award letter we send you.  We will match whatever you have raised, up to our issued amount (i.e.: if we issued the challenge for $7,500 and you raise $3,000, we will match $3,000.  If you exceed the $7,500, excellent!, but we can only match what we’ve pledged).  
The foundation hopes that the challenge grant sets into motion practices that will also serve the organization in subsequent years.  Specifically, new donors should be clearly documented (ideally in a database), added to the organization’s mailing list, and appealed to at least annually to make a financial contribution.  From a fiscal perspective, the most resilient nonprofits have a large base of individual donors and a community that is vested in the mission and impact of the organization. Our challenge grants are intended to help an organization move closer toward this reality.

Frankly, challenge grants are issued when we think an organization needs a friendly nudge to focus on expanding its local and individual donor base. Sometimes we specifically issue the challenge to the board of directors in order to engage them more directly in ensuring the organization’s financial sustainability.  Challenge grants may be requested by our grantees, but more often, they are designated by the Foundation.  And most importantly, the potential must be there for the grantees to engage in a successful campaign to motivate and engage stakeholders.
Types of Challenge Grants:

The Foundation will issue one of three types of challenge grants: 
· Funds from New Local Sources—The foundation will match dollar-for-dollar money raised from new individuals, businesses, community and civic groups, local governments, and/or fundraising projects or events. We will match increased giving from an existing donor if that donor is responding to the challenge grant.
· Funds generated through the actions of the Board of Directors—At times we issue a challenge directly to your Board of Directors.  It is their responsibility to serve as champions and advocates of your organization.  We will match dollar-for-dollar funds generated by either collective or individual actions of board members.   The dollars generated must be from new sources and can be raised from individuals, businesses, community or civic organizations, local government, fundraising projects or events.  
· Funds from any new sources—This is for an organization that is working to strengthen their network of donors and community support.  The foundation will match any new sources that may include individuals, foundations, businesses, community groups, local government, and fundraising projects or events. 
How do I implement the Challenge Grant?

Here are some important questions to ask before starting:

· Is leadership in place to champion the effort?

· Is there a strategy to target Existing? New? Potential? Business? Etc?
· Do we have the materials in place to provide people with enough information?

· How will the support you gain be sustained into the future (database development, updates via newsletters, web posts, etc)?

· Have you defined the short-term and long-term goals during the challenge grant period?

· How will you diversify your donor base?

· What are our opportunities during this outreach effort?

· How will I communicate our progress to our stakeholders, volunteers, media, etc?

· Do you have a clear timeline for start and end?
· What skills will you need from staff, volunteers, and board members to be successful?

· How creative can we get?!  (have fun!)
Case Studies from our Grantees
Below we have several “case studies”.  These organizations have been issued challenge grants by the Anschutz Family Foundation and have successfully completed their campaigns.  There is a range:  rural/urban, large/small, with one common element to them all: creativity and determination.  As you will read, initial reactions range from “Oh no!” to just rolling up the sleeves.  As you will also note, every one of these organizations met and exceeded the challenge within their communities.  These organizations have become more fiscally sound and have implemented measures to ensure enduring support via internal systems to track and stay in touch with their donors.

We hope that this will serve as a resource for you and appreciate your feedback on how to continue to make challenge grants effective and empowering tools for your organization. 
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Rebuilding Together Metro Denver

Laurie McCaw, CEO

Denver, Colorado

Since 1999 Rebuilding Together Metro Denver has been working in partnership with the community to revitalize homes and lives in ways that improve the health and safety for low income homeowners who are elderly or disabled.
In our nearly 10 year history, it was our first challenge grant and we were very enthusiastic about the potential this could have for donor development.  Our first challenge grant was a very successful one for RTMD.  Our supporters very quickly rallied and I believe they were inspired by the commitment of the Anschutz Family Foundation.  There is something very appealing about feeling like you are part of a positive movement, an initiative that’s got forward momentum.
We created a dedicated online giving campaign for the Anschutz challenge through our Blacktie-Colorado page. We created an email campaign that featured the match by Anschutz and the services that would be provided through these funds.  Several emails were sent over a 3 month period and were sent out to over 5,300 volunteers, board members, staff, and business supporters in the community.  We looked for people in our database who had given of their time and resources, like materials for projects, but hadn’t made a personal gift to us.  The database information helped us craft a specific message to address their previous commitment/contribution and helped us determine our ask.
We acquired 84 new donors during the campaign and raised over $8,600!  For the long-term we will continue developing relationships with these individuals as we move them along as donors.
We met the $5,000 challenge campaign so early that we were able to reach the goal in the very beginning of the challenge.  We realized that in completing the campaign so quickly we have a lot of folks who want to support us (which is great!) but if we had carried out the campaign in several stages it would have potentially increased the amount we could have raised and we even believe that next time we could meet a $10,000 challenge!
The Anschutz Family Foundation challenge grant really helped us develop more online donors because of the incentive of the matching funds.  The added bonus of an online campaign was a larger savings from costly mailings and was easy for our supporters because it was a click of the mouse to make a donation.
If we were issued the challenge grant again, we’d split up the funds and run two different campaigns.  If we could run the campaign over a longer period and extend the time that we can collect funds through the year, we think there is an opportunity to gain more new donors over time and probably more funds.  Also, we would try to include more communication back to the donors about the status of the campaign and its results.  Information is always so important to those who make a gift to an organization.
El Centro Humanitario Para Los Trabajadores

Minsun Ji, Executive Director

Denver, Colorado

El Centro promotes the rights and well-being of day laborers in Colorado through education, job skills and leadership development, united action and advocacy. Our goals are to develop a sense of community and self sufficiency among workers and to foster worker ownership over El Centro.
AFF issued El Centro a challenge grant of $5,000 directed towards the Board of Directors.  Their initial reaction was “overwhelmed”.  However, the organization led by Ji established clear goals, timelines, and concrete action plans to ensure their success.

According to Ji, their action plans led to success:

“We set up a few dates for phone calls to our donors and supporters. All board members took the list from El Centro staff. If they were only Spanish speakers, El Centro staff made a separate list for them to communicate with donors in Spanish.  Detailed oriented lists made a significant difference in raising donation from worker board members more than English speaking board members. In fact, lots of donors who received the phone calls from workers were thrilled to hear workers’ voice asking for financial support for El Centro and that the majority of donors agreed to pledge donation or to agree to send us the check for a matching fund. To use the real voice of our constituents made it successful in raising funding for the organization.
We had a few board members who stepped to be in charge of running the matching fund campaign to ensure that we raised money within the timeline. Those board members not only prepared for the documents and letters but also made a professionally designed script that El Centro board members, staff and volunteers could use to make phone calls. We did have a pizza party for everyone to gather together to do the work and it worked better as all blocked time to get here to make the phone calls.”

What are her tips for other organizations issued a challenge grant? Careful planning before implementation.  “Matching grants force the organization to act more promptly and more actively in engaging staff and board members to raise funding for the organization.”
Tree House Center for Youth

Cody Moore, Executive Director

Grand Junction, Colorado

The Tree House organization is the premiere resource coordinator for youth in the Grand Valley providing opportunities that nurture their health, social, emotional and educational well being.
We were excited to take this on as it is the first challenge grant our organization has ever received!  We knew that we would learn some new skills and were therefore glad to take on the challenge.
The Board was appreciative and was glad to have the opportunity. We presented it and discussed it at two monthly board meetings during the summer (June and July). Staff was ready to rock and roll as always!  The staff worked diligently on the project. 
3 Aspects to Our Campaign:  
1.  Mail/phone “warm” campaign to lists of names of acquaintances who have never been TH donors.  Each board and staff member was asked to submit a list of at least 15 names.  We generated and sent a very personal (though electronic based) greeting card (return address being from the board or staff member themselves) explaining the grant and making an ask.  We then followed up with a personalized (though still net-based and generated) phone call.  Some board members solicited personally.

2.  Facebook ads and e-newsletter blast – we ran a “give 10 and getaway” campaign to a local winery retreat (who donated a free night’s stay) with a $10 entry donation.  We ran these ads for a 3-week period and sent the e-newsletter blast during it as well (which resulted in a final $1,000 check from a continuous donor).

3.  New Fundraiser Event at new location – we held a High Tea at the Wine Country Inn in Palisade, CO on 9/13/09 which targeted the local Palisade businesses and new individuals.  The event was attended by 60 guests who paid for tickets and made further donations.  It was an extremely nice affair with members of both the local GJ symphony orchestra and also the Littleton symphony orchestra playing as we as a 3-course serving of “sumptuous”, “savory”, and “sweet” finger foods in this vineyard setting.
One thing we’d do differently would be to enhance and sustain for a longer period of time the web-based aspect.
Women’s Crisis and Family Outreach Center

Jennifer Walker, Executive Director

Castle Rock, CO
Women’s Crisis and Family Outreach Center has provided programs and services to any domestic violence victim requesting those services and to the region at-large.
Staff and board were all advised of the challenge grant immediately – via email and at the next staff and board meetings. The challenge prompted the Board to further expand upon their internal evaluation and accountability measures and gave them a specific and time-definite goal to work on and reach.  It also helped them define and implement some new and particular fundraising strategies.  Finally, once we met the goal (and exceeded it), there was a good sense of accomplishment and success.

Existing donors were advised through an email blast, and new prospects and the community were informed through postings on 20+ regional YourHub sites.  The Board met monthly and then at two separate meetings to outline specific strategies.  These included the creation of a direct mail piece, followed by Board member emails and personal calls with their own contacts (all new to the agency).  We also utilized two outside consultants for Board training in fundraising techniques. 
The short-term outcome in any matching or challenge grant situation is it encourages donations because the donor sees the positive impact on their own dollars.  The more long-term outcomes you hope for is that these existing and new donors see the recognition we have been given by outside funders, recognize the success and diversification of our revenue stream, and have more confidence leading to continued donations in years to come.  

A challenge was finding board-driven donors that had never contributed to our agency before.   Plus, many of our members had just recently joined the Board, had to learn details about the agency quickly, and had to push beyond their “comfort zone” as to fundraising.  
The investment of time, lots of discussions and meetings, and two opportunities for Board training seemed to make the difference for us.   
Groundwork Denver

Wendy Hawthorne, Executive Director

Denver, Colorado

The mission of Groundwork Denver (GWD) is to bring about the sustained improvement of the physical environment and promote health and well-being through community-based partnerships and to address issues of environmental justice in underserved, low-income communities and engage residents in environmental issues that promote health and well-being in the community.

Groundwork Denver was issued a challenge grant specifically to the board of directors, and as Wendy Hawthorne noted, “It was exactly the motivation they needed”.  Although their initial reaction was one of surprise, “Once it sunk in, they set about figuring how to meet the challenge”.  The staff of the organization also volunteered to jump on board and pledged to raise $500 as part of the challenge.

In Hawthorne’s own words, “First, we realized that we needed to improve our ‘marketing collateral’ in order to ask people to donate.  This entailed a long-overdue update of our website and brochure so that we would have something to point people to, the development of posters and tent cards for local businesses, and the development of a sponsorship template for events.  Next, the board developed a letter to send out to friends and colleagues requesting donations.  We also developed a modified version of the letter to ask our email list of contacts to donate.  We asked local businesses to support us for the week of Earth Day by putting up a poster and donation bucket.  We had an open house, which wasn’t a fundraiser per se, but allowed us to show off our work at a bit and invite people to donate.  We used the sponsor package to ask corporations to sponsor an upcoming event.”
GWD used a variety of resources throughout their campaign: emails to board member networks and other organizations, hosting an Open House, working with local businesses, and a sponsorship package for an event.  All of these set into motion success in both the short and long term.  They created materials to be used not only for the immediate challenge, but also for future fundraising projects.  In the long term, the challenge grant “served as a vehicle to engage our board members in fundraising.  The board was motivated by the experience and received a technical assistance grant from the Denver Foundation to work with a consultant in strategies about board roles and their continued success with fundraising.  The grant was awarded and the consultant is already at work developing a plan for the board retreat in July.  The board has also been motivated to look at board recruitment processes and to seek some additional board members, particularly those with fundraising skills!  The challenge grant set in motion very significant changes in our board motivation level that in the end will make us a much stronger organization”.

What were the challenges?  I think lack of experience was our biggest challenge.  None of us had done this before, so we were a bit unsure about where/how we would be successful.

Why/How were you successful? I think we were successful because we decided to be creative and try a lot of different approaches.  We learned a lot about each approach that we can use in the future, and each approach contributed a bit to meeting the goal.

If you were issued another challenge grant, what would you do differently? We would probably jump on it a bit quicker.  We got a little bit hung up trying to make sure the website and brochure were perfect before starting and those things took a while to get updated.

Tips for others?  Get creative.  Don’t put all your eggs in one basket.
Pikes Peak Community Action Agency

Leslie Wirpsa, Director of Development

Colorado Springs

Pikes Peak Community Action Agency (PPCAA) advocates for the low-income communities of the Pikes Peak region.  They offer services, programs, and resources to reduce the effects of poverty felt by individuals, the family, and the community as a whole.

The Anschutz Family Foundation issued a $7,500 challenge grant to the board of directors.  The board for PPCAA had been increasing their fundraising efforts over the past two years and as the Director of Development, Leslie Wirpsa saw this as a “wonderful motivator” to continue their efforts.  The board took a very creative approach to their activities and strategies.  Wirpsa outlines some of them below: 

· A general appeal in our newsletter commemorating our 45th year anniversary and asking for new or renewed celebratory partnership and financial commitments

· A Sparty!  Twenty-seven woman had a spa day with a percentage donated to PPCAA

· Whole Foods 5% Day:  PPCAA was selected by Whole Foods to receive 5% of the day’s net sales 

· Take Me Out to the Ballpark:  The board sold discounted Rockies tickets to other nonprofits and netted over $500 in one day

· Rotary Community Service Grant

· Major individual donor contributions:  3 of our board members threw themselves into the networking/connecting aspect of fundraising.  We generated the largest single individual donor check since I’ve been at the agency through this approach.

One of the keys to the success of their challenge grant goal was personal contact.  “I believe donors take an organization more seriously when they see the Board committing time and energy to fundraising”, says Wirpsa.  In the short term, the board exceeded the $7,500 match.  In the long term, “our board was truly empowered.  In the past, outside of individual contributions, they rarely raised more than a couple thousand dollars a year.  Last year, their total was $8,400.  They are already discussing strategies for next year, are becoming more invested in deepening their knowledge of our clients’ situations and what it means to climb out of poverty into self-sufficiency.  One board member said this deepened knowledge would make it easier for them to fundraise”.  

Tips for others?  “When board members see other board members doing things, I think it inspires and empowers them.  Getting one or two members to take the plunge can be infectious”.

The Center for Hearing, Speech, and Language

Jill Wayne, Executive Director

Denver

The Center for Hearing, Speech, and Language (CHSL) is “devoted to improving people’s lives by providing quality hearing, vision, and speech and language services”.   

CHSL was given a $7,500 challenge grant to the board of directors.  Jill Wayne, Executive Director said her initial reaction was “Uh oh.  The board isn’t going to like this…but it is a chance to raise more money!”  Although many board members view asking for money as a negative aspect of their roles, it is also a vital one.  And Wayne’s board chair “really took the reigns and led the charge-was very positive about the entire process”.  

The board brainstormed on ways to raise the money and different approaches.  They created a letter template that could be customized or modified at will.  Some board members used an email format and others felt more comfortable with in-person contact.  

The result was success: “We did great!—actually exceeded our goal”.  Wayne notes that that not all board members participated which is a challenge.  But the board chair’s enthusiasm and take-charge attitude meant triumph.  
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Southern Ute Community Action Programs

Eileen Wasserbach, Executive Director

Ignacio, Colorado

Founded 40 years ago by the Southern Ute Indian Tribe, SUCAP has grown into a dynamic entrepreneurial organization dedicated to its mission to promote the well-being of families and neighbors through social, educational, and economic growth.

Initial reaction:  A little bit of resignation… “But okay, we’ve got to do this”.  

Recognizing they were in a vulnerable position with 75% of their funding coming from government sources, the organization had been talking about a community based fundraising approach for years.  The challenge grant served as a great impetus to get the ball rolling.  AFF issued a $7,000 challenge for new donors—which they proceeded to more than double, raising over $14,400 new dollars.  

On staff at the time was Nan Mulford, a VISTA volunteer whose major responsibility became rallying the community and board.  Their strategy was to start with the board.  They conducted a board training on “how to ask for money” and then had board members identify specific people or businesses to contact.  The second step was to prepare materials:  individualized letters, a pledge card mailing, updated brochures, and updated their mailing list.

SUCAP mailed 368 appeal packets to individuals and businesses in their community.  Over 75% of the board now donates and they have built a base of new individual donors to support their work.  “It was extremely empowering to have done it.  It was a new feeling for us,” said Wasserbach.

And they now have in place a system for seeking financial support from individuals, associations, and businesses based in the community.  Nan’s legacy is the capacity building she put in place:  appeal letters, thank yous, donor upkeep, a newsletter, etc.  

If they were issued another challenge grant, Wasserbach noted that the thing she would change would be to have more buy-in from the board.  To address this, she would create a board committee (with staff) specifically focused on the challenge grant.  

“It was a really positive experience.”  

2006
The YESS Institute

Carlo Kriekels, Executive Director

Denver, Colorado

The YESS Institute provides secondary school and college students the skills to shift the negative cycle of poverty, dropout and violence into a positive cycle of leadership development, civic engagement and economic contribution through peer mentoring and emotional intelligence.

Initial reaction: “Oh no! Can’t you just give me the money?!”

YESS was given a $5K matching grant for new donors or increased giving from existing donors.  And when all was said and done, they were able to raise 136% of the challenge—more than the $5K!

Carlo and his staff began by identifying existing donors and the highest amounts they had given.  He created personalized letters to these supporters asking them to double their highest amount given and followed these letters with phone calls.  He also created a letter for new donors asking them to donate.  The big surprise for Carlo was that they didn’t get a lot of new donors, but their largest current donors came through.  Some donors who had given $500 or $1,000 doubled and some still remain, long term, at these levels.  Invariably, there has been some natural attrition with others.

The challenge for Carlo:  TIME.  For a small agency, time was the hard part but as Carlo pointed out, “I’m willing to spend the time if I’m going to be able to leverage the challenge grant for money”.  

Things he would do differently:  Push the board to gather new donors from their circle of influence to expand the donor list.  He also noted that they would go after the one-time donors who made donations at fundraising events—if they’ve given once, they’re more likely to give again especially with the ability of their money to go further with the challenge grant.  

All in all Carlo laughs, “It’s not as bad as it initially sounds”.  Especially when you consider that he and his organization were able to go above and beyond the $5,000 target.

Publications
Boy Scouts receive $2.5M challenge grant
http://www.bizjournals.com/austin/stories/2009/06/29/daily30.html
Rotary Receives Challenge Grant from Bill & Melinda Gates Foundation

http://www.rotary.org/RIdocuments/en_pdf/gates_grant_flyer_en.pdf
In ‘Rare’ Challenge Grant to Environmental Group, Sky’s the Limit

http://foundationcenter.org/pnd/news/story.jhtml?id=254400026
Western Union Foundation Challenge Grant Aims to Raise US$500,000 for China Earthquake Relief
http://ir.westernunion.com/press/releasedetail.cfm?ReleaseID=310642
Norton School Wins Kresge Foundation Challenge Grant
http://uanews.org/node/18711
Tools & Resources

· How to Write a Press Release

        http://www.tldp.org/LDP/Linux-Media-Guide/html/news_releases.html
· Using Social Media

        Link to an article by Sarah Fischler of the Community Resource Center:

        http://www.crcamerica.org/resources/article%20material/sfsocialmedia.htm
· Association of Professional Fundraisers Resource Center

http://www.afpnet.org/resource_center
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