The Art of Grantwriting: Tips for State Oral Health Programs

(based on an ASTDD workshop, May 1, 2005)


Where does grantwriting fit in your agency’s overall mission?

Questions

· Is there a mission and vision statement?

· Is there a strategic plan?

· Is there a business plan or fundraising plan?

· How sustainable is your program given your current mission and business plan?

Discussion points

· Know what your organization/program has done, is capable of doing and what it wants to do.

· Update your program resume regularly so that what you seek is appropriate to who you are and what you intend to do.

· Make sure your funding streams fit with your strategic plan; your strategic plan should be in the driver’s seat.

· Decide if you want to follow the money streams or make them come to you.

· Analyze what percent of your program budget should be based on short-term grant funds vs other sources of income and if the efforts to secure grants are worth it in the long-term.

Carve out time and organize appropriately 

Questions:

· How to find resources (time and people) to get everything done?

· How to keep tasks on track within a timeframe?

· How do you keep organizational/service information and data up-to-date/current?

Discussion points:

· Procrastination is death!  Start! Get motivated! Set aside uninterrupted time.

· Have more than one person read the RFP or grant guidance directions, and highlight the key steps, words and dates. FOLLOW THE DIRECTIONS EXACTLY. Don’t get overly creative with the format unless it is within the proscribed framework.

· Teamwork is crucial! Create a work plan with specific tasks and timelines for specific people and adhere to it. Build in time to deal with Murphy’s Law.

· Maintain external networks to mobilize in a timely manner for information, brainstorming, reviewing drafts, leveraging resources and letters of support/commitment.

· Maintain internal networks to assist in hurtling the bureaucratic obstacles within your institution; be assertive and track progress at each step; don’t let your application sit on anyone’s desk. 

· HELP WANTED: Must possess excellent organizational skills, creative writing skills and superb editing skills.  As these individuals are rare, gather 3-4 people (including administrative help) to assist in the proposal writing/assembly process.  You now need a manager!  

· Look for a mentor who has written successful grants! Ask for a candid review and be open to criticism and revisions.

Finding and collecting data 

Questions:



· How can we find data to support our application?

· How do we choose appropriate data to use?

· Sometimes the data found is not quite current or what we had in mind; what can we do? 

Discussion Points:

· Do portions of your story already exist?  Draw from them!

· Electronic data gathering should be paramount; use sources such as NOHSS, State Synopsis, state databases; don’t hesitate to Google your data question 

· Compare and contrast stats: national, state, county, city, neighborhood, ethnic, racial, etc.

· Pick collaborating partners well…what data resources do they bring to the table?

· If you don’t have the necessary data, then note why you need the grant to collect it to use as a baseline and for making decisions about program direction and priorities

Create a compelling narrative/application

Questions:


· How do I balance meeting the RFP guidance requirements with making the narrative interesting to read?

· What should I do when the RFP asks for the same information in different places?

Discussion points:


· Translate the RFP into an outline format with specific information requested as bullet points to organize your narrative information.

· Use numbers to make a point…not to show how much data you’ve gathered!

· Make sure sentence structure is straightforward, so that the point is not lost in the words.

· Where appropriate, use charts, tables or diagrams to organize information.

· Refer to previous narrative if what is being asked for is truly repetitive, but be sure you are equating apples with apples.  
Creating and evaluating goals, objectives, and outcomes

Questions:



· We have a problem developing measurable outcomes; what can we do?

· Seeing goals, objectives, outcomes and outputs in different documents; how can I keep track of what they all are?

· How much time should I put into developing goals and objectives? How important are they?

· How detailed should my evaluation plan be? Am I evaluating objectives or activities?

Discussion points:

· Your goals and objectives are a crucial part of your grant and your evaluation revolves around them.

· Place your goals, objectives, activities, evaluation methods and measures side by side in a table so you can visually see if there are gaps.

· Make sure objectives, plans and activities are consistent throughout the narrative and are reflected in the budget items.

· If applying for a multi-year grant, create a workplan with enough flexibility to accommodate changes.

· Make sure you can realistically evaluate your proposed outcomes; they need to be within your sphere of influence and within a reasonable timeframe.

· Include as much evaluation detail as possible: methods you will use to collect/document successes or reasons for less than anticipated outcomes; measures—don’t just use numbers as qualitative info is also crucial; use both process and outcome measures; who will be responsible for collecting, for monitoring and for analyzing and making decisions based on the evaluation information.

Create a concise, comprehensive narrative/application

Questions:


· How do I differentiate between what’s nice and what’s essential?

· Am I giving the funder what it wants?

· Am I using the right jargon and answering the questions as the funder intended?

· Who are the grant reviewers? 
Discussion points:


· Know what you are proposing and why… what 3-4 points do you wish to get across?

· Sort through data and descriptors carefully before you put them in the grant narrative.

· Be aware of the relative importance (points given) of each part of the proposal.

· Avoid using a “cookbook” approach unless you have the BEST IN SHOW ribbons to attest to the recipe!  Concentrate on telling your story! 

· Be a good writer and editor

· Lots of help is good, but write in one voice!

· Don’t assume the reviewers know anything about your organization or the subject area. Give the proposal to your mother or husband to read.

Budgets and Appendices

Questions

· Since most budgets aren’t scored by reviewers, how crucial is the budget justification?

· Should I budget for more than we need?

· Should I use template letters to expedite getting letters of support?

Discussion

· Get realistic estimates for budget items, especially in the quantity you need. Budget justifications are a crucial component and usually are not well done. Your rationale for requesting funding should not just be “because we need it.” Tell the funder what the budget item will be used for, why it is needed and how you determined the quantity and cost.
· Don’t “pad” the grant or appendices with extraneous information just to make it look larger. “More is not better.”

· Include letters of support/commitment that are specific to your project and that include details about what type of support the writer is offering. Letters of commitment are better than general letters of support.
Managing the project post award

Questions:


· What tracking systems and skills do I need?

· What if the goals and objectives are not realistic or off the mark?

· How selective should I be in my reports to the funder?


Discussion points:

· Tracking progress: monitor and evaluate at regular intervals, not the last minute; meticulously follow your evaluation plan

· Use unbiased evaluation measures and discuss potential problems/unanticipated results as well as successes

· Keep your team together and involved

· Be honest in your communication with funders

· Write informative, interesting and thoughtful reports; paint a picture and put a face on the issue.

Some helpful resources:

· how to write SMART Objectives
· evaluation resources and how to create Logic Models
· Foundation Center: free online proposal writing short course
· Foundation Center: free online proposal budgeting basics
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from the Health Resources and Services Administration (HRSA)
“There is no grantsmanship that will turn a bad idea into a good one, but there are many ways to disguise a good one.”


				A former NIH Deputy Director
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